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SECTION  I 
INTRODUCTION 

The  Chief  of  Naval  Operations  (CNO)  established  as  one  of  his 
objectives  the  improvement  of  professional  leadership  and  management 
capabilities  for  all  supervisory  personnel  in  the  Navy  Total  Force. 1  This 
action  was  based  on  the  belief  that  the  margin  of  superiority  at  sea  for  the 
United  States  Navy  might  well  be  achieved  through  the  demonstrated 
leadership  and  management  competence  of  Navy  officers,  petty  officers,  and 
civilians.  The  CNO  directed  that  a  plan  be  prepared  that  would  ultimately 
provide  these  personnel  with  the  proper  balance  of  technical,  operational, 
leadership,  and  management  capability. 

The  resulting  plan  specifically  provided  for  the  development  of 
Leadership  and  Management  Education  and  Training  (LMET)  courses  to  be  used 
in  instructing  all  Navy  supervisory  personnel.  The  plan  stipulated  that 
initial  LMET  courses  of  instruction  would  be  provided  first  to  officers  and 
petty  officers  en  route  to  new  assignments  aboard  fleet  units.  These  LMET 
curricula  would  be  developed  under  contract  and  taught  by  Navy  instructors 
trained  at  the  Human  Resource  Management  School,  Memphis,  TN.  In  accordance 
with  the  OPNAV  plan,  the  curricula  to  be  developed  for  all  levels  of  Navy 
managers  (officer  and  enlisted)  were  to  focus  on  those  leadership 
competencies  that  discriminate  between  superior  and  average  performers. 

Following  LMET  course  implementation  for  fleet  personnel,  the  plan 
required  the  development  of  LMET  courses  for  personnel  en  route  to  shore- 
based  activities.  Recruit  company  commanders  (RCC)  and  "A"  School 

instructors  were  identified  as  one  of  the  first  shore-based  groups  to 
receive  LMET.  Because  of  the  Chief  of  Naval  Education  and  Training's  (CNET) 
continuing  efforts  to  optimize  recruit  and  technical  training,  there  was 
ad.ted  interest  In  the  development  of  an  effective  RCC  and  "A"  School 
Instructor  LMET  course. 

The  CNET  directed  the  Training  Analysis  and  Evaluation  Group  (TAEG)  to 
identify  independently  the  competencies  required  for  high  quality  leadership 
and  management  by  RCCs  and  by  Navy  Instructors  assigned  to  "A"  schools.2  The 
Navy  Training  Plan  for  the  contractor  developed  RCC  and  "A"  School 
instructor  LMET  course  was  promulgated  in  August  1980.  The  initiation  of 
the  present  study  began  in  October  1980.  To  avoid  duplication  of  data 
collection  efforts  by  the  contractor  and  TAEG,  this  study  was  modified  by 
the  CNET  Special  Assistant  for  Human  Resources  Management  (Code  014)  to 
include  coordination  with  the  contractor  as  follows:’ 

.  The  contractor  would  collect  data  at  the  Naval  Training  Centers 

IChief  of  Naval  Operations,  CNO  Objective  Number:  CNO-12,  Objective  Title: 
Leadership  and  Management  ^n  the  Navy,  16  January  1978,  Washington,  DC. 

2CNET  ltr  Code  N-53  of  30  August  1979. 

3Meet1ng  between  CNET  (Code  014)  and  TAEG  representatives  on  20-22  January 
1981  at  NAS  Pensacola. 
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(Recruit  Training  Commands  (RTC)  and  Service  School  Commands 
(SERVSCOLCOM))  at  San  Diego  and  Great  Lakes.  The  TAEG  data 
collection  would  be  limited  to  the  Naval  Training  Center  (RTC  and 
SERVSCOLCOM),  Orlando.  The  TAEG  would  also  conduct  interviews  up 
the  chain -of -command  (Chief  of  Naval  Technical  Training,  CNET,  and 
Office  of  the  Chief  of  Naval  Operations)  and  obtain  information 
concerning  leadership  training  from  those  involved  in  similar 
functions  in  other  services. 

The  TAEG  would  use  the  competencies  identified  by  the  contractor 
for  other  Navy  LMET  courses  as  a  basis  for  determining  the  unique 
competencies  exhibited  by  superior  RCCs  and  "A"  School 
instructors.  This  limitation  was  made  to  facilitate  integration 
of  TAEG  findings  with  contractor  findings. 

Critical  incident  interview  techniques,  as  used  by  the  contractor, 
were  specifically  prohibited  in  order  to  explore  other  methods  of 
determining  leadership  course  requirements  similar  to  established 
Navy  course  development  methodology. 


PURPOSE 


The  purpose  of  this  study  was  to  determine  the  leadership  competencies 
exhibited  by  superior  RCCs  and  “A"  School  instructors.  At  the  same  time, 
methods  other  than  the  critical  incident  interview  technique  were  to  be 
explored  for  use  in  the  identification  of  leadership  competencies.  These 
competencies  and  associated  behavioral  indicators  were  developed  for 
integration  with  comparable  competencies/indicators  identified  by  the  Navy 
contractor  for  use  in  RCC  and  "A"  School  Instructor  LMET  course  design. 

BACKGROUND 

Currently,  the  Navy  conducts  a  7.7-week  recruit  training  program  at 
RTC,  San  Diego,  Great  Lakes,  and  Orlando.  The  RTC,  Orlando,  is  the  only 
activity  that  trains  women  recruits  and  is  the  only  RTC  that  uses  both  men 
and  women  as  RCCs.  Following  recruit  training,  new  sailors  follow  one  of 
two  training  pipelines  en  route  to  fleet  or  shore  assignments. 
Approximately  one-third  remain  at  an  RTC  and  complete  4  weeks  of  apprentice 
training  In  either  Airman,  Fireman,  or  Seaman  skill  areas.  The  remaining 
two-thirds  go  to  basic  technical  training  courses  ("A"  schools)  for  specific 
ratings.  These  courses  are  of  various  lengths  and  are  located  at  a  variety 
of  Naval  Education  and  Training  Command  (NAVEDTRACOM)  facilities. 

The  Navy  RCCs  and  "A"  School  instructors  are  assigned  key  roles  in  the 
initial  entry  training  (IET)  program  for  newly  enlisted  men  and  women.  The 
IET  process  (recruit,  apprentice,  basic  technical  training)  is  responsible 
for  transforming  recruits  into  effective  sailors.  The  RCC/"A"  School 
Instructor  must  serve  as  the  Navy  model,  an  instructor,  a  counselor,  a 
leader  and  a  disciplinarian.  Regardless  of  organizational  procedures,  it  is 
the  RCC  and  instructor  who  set  the  tone  of  the  training  environment. 
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To  accomplish  this,  RCCs  and  instructors  must  support  command  policy,  exert 
dynamic  leadership  through  personal  example,  and  function  as  the  direct  link 
between  the  Navy  and  the  recruit.  The  RCC  and  instructor  must  adhere  to  a 
variety  of  rules  and  regulations  that  are  necessary  for  the  administration 
of  training  required  in  developing  a  civilian  into  an  effective  member  of 
the  United  States  Navy.  The  RCCs  and  instructor's  approach,  bearing,  and 
personality— his/her  leadership  style— must  command  the  respect  and 
obedience  necessary  to  obtain  the  desired  results  without  resorting  to 
physical  maltreatment  and/or  verbal  abuse.  There  is  little  room  for 
leadership  error;  therefore,  these  chief  petty  officers  and  petty  officers 
must  quickly  adjust  their  fleet  leadership  experience  to  the  unique  demands 
of  recruit  and  follow-on  skill  training. 

ORGANIZATION  OF  THE  REPORT 

In  addition  to  this  introduction,  the  report  contains  3  sections  and  16 
appendices.  Section  II  describes  the  methodology  used  to  identify  the 
competencies  for  RCCs  and  “A"  School  instructors  assigned  to  the  Naval 
Training  Center,  Orlando.  Section  III  presents  the  results  of  the  data 
analysis  and  provides  a  discussion  of  the  findings.  Conclusions  and  recom¬ 
mendations  are  presented  in  section  IV. 

The  appendices  elaborate  the  method  used  and  provide  additional 
information.  Appendix  A  lists  the  leadership  competencies  used  as  the  basis 
of  interviews  with  RCCs  and  "A"  School  instructors  during  preliminary 
interviews.  The  two  survey  instruments  used  at  RTC  and  SERVSCOLCOM, 
Orlando,  are  contained  in  appendices  B  and  C,  respectively.  Survey 
competency  scale  construction  procedures  comprise  appendix  D.  Appendix  E 
contains  the  missions  of  recruit,  basic  technical  training  and  Integrated 
Training  Brigades  (ITB).  The  duties  and  functions  of  recruit  and  ITB 
company  commanders  ( CC)  are  presented  in  appendix  F.  Appendix  G  lists  the 
Navy  officers  and  senior  petty  officers  interviewed,  while  the  other  service 
officers  and  staff  noncommissioned  officers  (NCO)  interviewed  are  identified 
In  appendix  H.  Appendix  I  contains  a  review  of  selected  military  leadership 
training  courses  including  summaries  of  the  Leading  Petty  Officer  (LPO)  and 
Leading  Chief  Petty  Officer  (LCPO)  LMET  courses.  Appendices  J  and  K  contain 
extensive  demographic  information  about  RCCs  and  "A"  School  instructors, 
respectively.  Results  of  statistical  analyses  of  the  reliability  of  survey 
competency  scales  are  presented  In  appendix  L.  Appendix  M  contains 
definitions  and  behavioral  Indicators  for  each  leadership  competency 
identified  in  this  study.  Appendix  N  presents  the  regression  analyses  of 
performance  level  and  gender  on  competencies  for  RCCs  and  "A"  School 
Instructors.  The  responses  to  attitudinal/behavioral  statements  by  RCCs  and 
"A"  School  instructors  are  contained  in  appendix  0.  Appendix  P  is  the  RCC 
and  MA"  School  instructor  communication  patterns  analysis. 
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SECTION  II 
METHOD 

This  section  describes  the  method  used  to  identify  RCC  and  "A"  School 
instructor  leadership  competencies  and  behavioral  indicators  and  to 
determine  recommendations  for  RCC  and  “A"  School  instructor  LMET  training. 

An  analytic  method  comprised  of  field  visits,  structured  interviews, 
and  survey  administration  was  used.  Utilizing  this  approach,  four  tasks 
were  accomplished.  These  were  the: 

.  acquisition  and  review  of  background  information 

.  identification  of  RCC  and  "A"  School  instructor  leadership 

competencies 

.  selection  of  competencies  for  training  emphasis 

.  identification  of  supplemental  information  for  consideration  in 
course  design. 

Subsequent  subsections  describe  each  group  of  tasks. 

ACQUISITION  AND  REVIEW  OF  BACKGROUND  INFORMATION 

Various  sources  were  tapped  to  acquire  background  information  for 
review.  Documents  surveyed  Included  pertinent  instructions,  notices,  and 
manuals.  Where  appropriate.  Interviews  with  key  personnel  were  conducted  to 
provide  additional  information.  Relevant  military  leadership  training 
courses  were  also  reviewed. 

REVIEW  OF  SELECTED  DOCUMENTS.  Recruit,  technical  training,  and  Integrated 
Training  Brigade  (ITB)  mission  statements  were  collected  and  reviewed. 
Documents  describing  the  duties  and  functions  of  recruit  and  technical 
training  staff  personnel  and  ITB  CCs  were  also  collected  and  studied.  As 
previously  stated,  the  major  portion  of  the  RTC  mission  is  accomplished 
through  the  leadership  and  instruction  provided  by  RCCs.  However,  a  certain 
duality  exists  In  the  leadership  of  "A"  School  students.  Significant 
responsibility  for  student  motivation  and  attitude  about  the  Navy  as  well  as 
out-of-the-classroom  military  behavior  rests  with  the  ITB  CC.4  The  basic 
function,  duties,  responsibilities,  and  authority  of  ITB  CCs  are  assumed  to 
represent  the  most  accurate  current  description  of  the  general  military 
leadership  job  of  those  responsible  for  "A"  School  students. 


4At  the  time  of  initial  data  collection,  SERVSCOLCOM,  Orlando  did  not  have 
an  organized  ITB  or  ITB  CCs.  The  equivalent  to  an  ITB  CC  was  termed  a  Deck 
Level  Petty  Officer,  who  had  military  responsibility  for  students  assigned 
to  a  particular  area  of  the  barracks.  At  SERVSCOLCOM,  Orlando,  instructor 
personnel  could  be  cross-trained  and  function  in  both  roles  at  various 
times  In  a  single  tour.  Subsequently,  an  ITB  was  formed  at  SERVSCOLCOM, 
Orlando. 
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NAVY  CHAIN-OF-COIMAND  AND  OTHER  SERVICE  IET  PERSONNEL  INTERVIEWS. 
Interviews  concerning  RCC  and  "A"  School  instructor  leadership  behavior  and 
training  needs  were  conducted  with  officers  and  petty  officers/NCOs  involved 
with  Navy  and  other  service  IET  staff  training.  Navy  personnel  were 
interviewed  to  (1)  establish  the  level  of  need  for  RCC  and  "A"  School 
instructor  leadership  training  and  (2)  identify  the  general  leadership 
behaviors,  values,  and  attitudes  they  would  reinforce  and  encourage  among 
RCCs  and  instructors  following  formal  LMET  training.  Other  service 
personnel  were  interviewed  concerning  their  IET  staff  leadership  training 
and  the  nature  of  their  IET  programs.  Observations  of  other  service  IET 
staff  training  methods  and  IET  facilities  were  conducted  in  conjunction  with 
those  discussions.  The  data  collected  from  all  the  interviews  were  reviewed 
and  common  or  frequently  related  concerns/recommendations  were  summarized. 

MILITARY  LEADERSHIP  COURSE  REVIEW.  Relevant  leadership  courses/lesson 
topics  used  by  the  military  services  for  IET  unit  leaders  or  mid-to-senior 
level  petty  officers/NCOs  were  identified  and  reviewed. 

IDENTIFICATION  OF  RCC  AND  "A*  SCHOOL  INSTRUCTOR  LEADERSHIP  COMPETENCIES 

Interviews  and  surveys  were  used  to  collect  data  about  the  leadership 
competencies  RCCs  and  "A"  School  instructors  perform.  The  method  is 
described  below. 

RCC  AND  "A"  SCHOOL  INSTRUCTOR  INTERVIEWS.  Recruit  company  commanders  and 
"A"  School  instructors  (n=46)  were  interviewed  individually  about  their 
experiences  in  leading  recruits  and  "AH  School  students.  These  interviews 
addressed  occurrences  of  job  behaviors  associated  with  25  leadership 
competencies  selected  from  current  LMET  courses  and/or  identified  during 
LMET  course  development.  Each  RCC/instructor  in  the  interview  sample  was 
requested  to  prioritize,  using  a  card  sort  technique,  those  competencies  for 
leadership  training.  They  were  then  asked  to  give  examples  of  the  most 
important  behaviors  that  were  related  to  the  competencies  selected.  The  rank 
order  for  each  competency  was  summed  for  RCCs  and  "A"  School  instructors 
separately  in  order  to  determine  the  competencies  preferred  for  training  by 
each  group.  The  25  competencies  used  as  the  basis  of  the  interviews  are 
presented  in  appendix  A. 

RCC  AND  "A"  SCHOOL  INSTRUCTOR  SURVEY.  Leadership  tasks  and  associated 
attitudes  considered  representative  of,  or  related  to,  the  25  competencies 
were  derived  from  interview  data.  These  tasks  and  attitudes,  along  with 
supplemental  questions  about  other  aspects  of  IET  leadership  experiences, 
were  used  as  the  basis  for  constructing  a  survey  instrument  for 
administration  to  as  many  RCCs  at  RTC,  Orlando  and  "A"  School  instructors  at 
SERVSCOLCOM,  Orlando,  as  practicable.  Extensive  demographic  information  was 
also  requested  from  each  survey  respondent  in  order  to  relate  various  key 
background  variables  to  leadership  performance  and/or  training  requirements. 
Both  RCCs  and  "A"  School  Instructors  were  administered  essentially  the  same 
survey  with  language  altered  slightly  for  the  command  involved.  The  two 
survey  instruments  used  at  RTC  and  SERVSCOLCOM,  Orlando,  are  contained  in 
appendices  B  and  C,  respectively. 
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Since  RTC,  Orlando,  Is  the  single  site  for  women  recruit  training,  an 
opportunity  existed  to  analyze  the  LMET  training  requirements  for  women. 
Consequently,  the  survey  data  were  analyzed  separately  for  men  RCCs,  women 
RCCs,  and  "A"  School  instructors. 

Various  analyses  were  used  to  interpret  the  survey  data: 

.  Competency  scales,  based  on  factor  and  reliability  analyses  (see 
appendix  D),  were  developed  to  assess: 

..  frequency  of  competency  performance 

..  Importance  of  the  competency  to  the  success  of  an  RCC/"A" 
School  instructor 

..  difficulty  of  Initial  competency  performance. 

.  Multiple  regression  analysis  was  applied  to  determine  differences 
In  competency  performance  between: 

..  superior  and  nonsuperior  performers 

..  men  and  women  RCCs. 

The  multiple  regression  analysis  required  the  use  of  performance 
measures  to  separate  superior  from  nonsuperior  performers.  These  measures 
consisted  of  staff  ratings  of  RCCs  and  Instructors  supplemented  at  each  site 
by  one  other  measure.  At  RTC,  staff  ratings  were  supplemented  by  peer 
ratings.  At  SERVSCOLCOM,  official  evaluations  completed  during  the  current 
instructor  tour  were  used  to  augment  staff  ratings.  Staff  ratings  were 
based  on  performance  assessments  from  key  staff  officers  and  senior  petty 
officers  (e.g.,  commanding  officers,  executive  officers,  department  heads, 
division  officers,  course  directors,  leading  chief  petty  officers).  For 
RCCs,  superior  performers  were  selected  from  among  all  current  RCCs.  For 
"A"  School  instructors,  superior  performers  were  selected  by  school. 

RTC  performance  data  were  combined  so  that  an  extremely  high  score  by 
either  staff  or  peers  could  compensate  for  a  low  score  on  the  other  measure. 
For  MAM  School  performance,  only  those  Instructors  rated  by  the  staff  as 
superior  and  possessing  high  official  marks  were  considered  superior 
performers.  Nonsuperior  performers  were  further  divided  into  average  and 
below  average  groups. 

SELECTION  OF  COMPETENCIES  FOR  TRAINING  EMPHASIS 

Estimates  of  competency  frequency.  Importance,  Initial  performance 
difficulty,  and  ability  to  predict  superior  overall  leadership  performance 
were  combined  to  determine  the  competencies  recommended  for  training.  The 
more  important  and  more  difficult  competencies  were  categorized  for  high 
training  emphasis.  Less  Important  and  less  difficult  competencies  were 
chosen  for  reduced  training  emphasis.  Competencies  for  which  relative 
Importance  and  difficulty  were  moderate  or  one  aspect  was  offset  by  the 
other  were  classified  for  moderate  training  emphasis.  Within  each  broad 
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category  of  emphasis,  higher  priority  was  assigned  to  those  competencies 
that  differentiated  superior  from  nonsuperior  performers. 

Leadership  training  requirements  were  determined  separately  for  men 
RCCs,  women  RCCs,  and  "A"  School  instructors.  Recommended  competencies  and 
behavioral  indicators  were  identified  that  would  meet  the  .eadership 
training  requirements  of  all  three  groups. 

IDENTIFICATION  OF  SUPPLEMENTAL  INFORMATION  FOR  CONSIDERATION  IN  COURSE 
DESIGN 

Additional  survey  data  were  analyzed  to  provide  supplemental 
information  for  consideration  in  subsequent  course  design.  These  data 
Included: 

.  leadership  related  attitudes  associated  with 
..  superior  performance 

..  Leading  Petty  Officer  (LPO)/Leading  Chief  Petty  Officer 
(LCPO)  LMET  course  completion 

..  gender  (RCCs  only). 

.  information  about  RCC  and  "A*  School  instructor 
..  methods  for  judging  their  own  success 


..  typical  counseling  experiences. 

information  about  RCC  and  "A"  School  instructor  communications 
with  different  groups  of  staff  personnel. 
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SECTION  III 
RESULTS 

This  section  presents  the  findings  of  the  study  arranged  in  terms  of 
the  four  tasks  described  in  section  II.  Thus,  successive  subsections 
provide  (1)  a  summary  of  background  information  obtained,  (2)  an  analysis  of 
RCC  and  "A"  School  instructor  leadership  competencies,  (3)  the  results  of 
prioritizing  the  competencies  for  training,  and  (4)  supplemental  information 
for  consideration  in  course  development. 

SUMMARY  OF  BACKGROUND  INFORMATION  (TASK  1) 

The  results  of  an  examination  of  mission  related  documents,  interviews 
with  key  Navy  and  other  service  IET  personnel,  and  a  review  of  relevant 
military  leadership  courses  are  summarized  below. 

RCC  AND  "A"  SCHOOL  INSTRUCTOR  FUNCTIONS  AND  DUTIES.  Recruit  company 

commanders  (two  per  company)  typically  lead  80  recruits  through 
approximately  8  weeks  of  training.  Typical  RCCs  will  lead  about  nine 
companies  during  a  tour  at  an  RTC  with  periods  of  rotation  through  other 
staff  positions  in  the  interim  between  some  companies.  Integrated  Training 
Brigade  CCs  are  assigned  to  leadership  roles  for  a  complete  tour  and  with 
one  assistant  typically  lead  150  students  continuously,  picking  up  new 
students/classes  as  senior  students/classes  graduate.  "A"  School  instructors 
typically  instruct  classes  of  various  sizes  on  a  continuous  basis  according 
to  course  convening  dates. 

The  leadership  functions  and  duties  of  both  RCCs  and  "A"  School 
instructors/ITB  CCs  can  be  summarized  as  follows: 

.  organizing  and  managing  the  training  unit  and  ensuring 

satisfactory  completion  of  training  schedules 

.  teaching  new  sailors: 

..  the  range  of  acceptable  individual  behavior  available  to  them 
as  members  of  the  Navy 

..  productive  adult  work  habits 

..  basic  Navy  and/or  rating  knowledge  and  skills 

.  ensuring  that  minimum  levels  of  physical  fitness  are  met  by  each 
new  sailor. 

Appendix  E  contains  the  basic  mission  statements  for  recruit  training, 
basic  technical  training,  and  ITBs.  The  specific  duties  and  functions  of 
recruit  and  ITB  CCs  are  contained  In  appendix  F. 

NAVY  AND  OTHER  SERVICE  IET  PERSONNEL  LEADERSHIP  TRAININ6  RECOFMENDAT IONS . 
The  officers  and  senior  petty  officers  concerned  with  Navy  recruit  training 
and  basic  technical  training  endorsed  RCC  and  "A"  School  instructor 
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leadership  training.  A  summary  of  the  interview  data  reveals  that  there  is 
generalized  support  for  RCC  and  MA"  School  instructor  leadership  training 
that  emphasizes  the  instruction  of  leaders  in  the  following: 

.  using  strong,  positive  authoritarian  behavior  without  excess  or 

abuse 

.  making  tough,  more  physically  and  psychologically  rigorous  demands 
on  sailors  during  their  initial  entry  training  period 

.  maintaining  accountability  for  subordinates'  behavior  with  liberal 
use  of  rewards  and  sensitivity  to  the  necessary  role  occasional 
failure  plays  in  subordinate  development 

.  engaging  in  full  time,  24-hour,  "whole  person"  oriented 

involvement  with  subordinates,  and  demonstrating  the  uniqueness  of 
a  Navy  leader  and  the  Navy  life 

.  investing  energy  in  the  inculcation  of  military  attitudes  equal  to 
that  put  into  teaching  technical  skills 

.  balancing  professional  demands  with  personal /family  needs  through 
the  effective  use  of  time  and  Intentional  participation  in  stress 
reducing  activities 

.  the  integration  of  concepts  developed  in  other  Navy  leadership 
courses . 

Appendix  G  lists  the  Navy  officers  and  senior  petty  officers  interviewed, 
while  appendix  H  lists  the  other  service  officers  and  NCOs  interviewed. 

MILITARY  LEADERSHIP  COURSE  REVIEW.  Seven  military  leadership  courses  from 
the  Navy  and  other  services  were  identified.  Three  courses  were  reviewed  in 
depth  because  of  their  systematic  design  and  their  focus  on  RCCs  or  mid-to- 
senior  level  petty  officers.  This  review  is  presented  in  appendix  I.  Three 
findings  are  summarized  below: 

1.  There  may  be  some  utility  in  the  use  of  the  LPO/LCPO  LMET 
leadership  competencies  as  a  rough  benchmark  for  further  RCC  and  "A"  School 
Instructor  LMET  course  development.  The  proportion  of  average  or  superior 
E-5  RCCs  Is  higher  among  LPO  LMET  course  graduates  than  nongraduates. 

2.  Utilizing  short  vignettes  on  videotape  of  typical  leadership 
dilemmas  Is  a  common  leadership  training  technique  for  instructing  IET  unit 
leaders  in  other  services. 

3.  Leadership  training  for  IET  unit  leaders  in  other  services  is 
Integrated  with  other  job  preparatory  training. 
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ANALYSIS  OF  RCC  AND  "A”  SCHOOL  INSTRUCTOR  LEADERSHIP  COMPETENCIES 

Recruit  company  commander  and  "A"  School  instructor  interview  and 
survey  data  concerning  the  identification  of  RCC  and  "A"  School  instructor 
leadership  competencies  are  presented  below. 

RCC  AND  "A"  SCHOOL  INSTRUCTOR  INTERVIEWS.  Thirty  RCCs  at  RTC,  Orlando,  and 
16  "A"  School  instructors  at  SERVSCOLCOM,  Orlando,  were  interviewed.  Four 
of  the  25  leadership  and  management  competencies  discussed  with  RCCs  and  "A" 
School  Instructors  were  assigned  high  priority  for  training  by  both  groups. 
These  are  listed  in  table  1  with  associated  behavioral  indicators. 


TABLE  1.  LEADERSHIP  COMPETENCIES  AND  ASSOCIATED  BEHAVIORAL 
INDICATORS  SELECTED  FOR  HIGH  TRAINING  PRIORITY  BY 
BOTH  RCCs  AND  "A"  SCHOOL  INSTRUCTORS 


Competency 

Behavioral  Indicators 

Conceptualizing 

a. 

Thinking  critically 

b. 

Searching  for  and  identifying  the 
relevant  facts 

c. 

Organizing  facts  and  drawing 
conclusions 

Planning  and  Organizing 

a. 

Identifying  action  steps,  resources, 
or  obstacles  involved  in  reaching 
an  objective 

b. 

Preparing  a  schedule 

c. 

Setting  priorities 

Setting  Goals  and  Perfor- 

a. 

Establishing  specific  work  goals 

mance  Standards 

b. 

Setting  standards  of  task  performance 

c. 

Revising  goals  to  make  them  realistic 

d. 

Setting  deadlines  for  task 
accomplishment 

Building  Teams 

a. 

Promoting  teamwork  and  cooperation 
within  a  work  group  or  with  other 
work  groups 

RCC  AND  "A"  SCHOOL  INSTRUCTOR  SURVEY.  An  instrument  called  the  "Recruit 
Company  Commander  and  'A'  School  Instructor  Leadership  Course  Development 
Survey"  was  administered  to  294  of  the  304  assigned  RCCs  at  RTC,  Orlando, 
and  to  89  of  approximately  200  "A"  School  instructors  at  SERVSCOLCOM, 
Orlando,  between  March  and  May  1981.  Two  hundred  and  eighty-one  RTC  and  89 
SERVSCOLCOM  surveys  were  usable.  The  RTC  survey  sample,  comprised  of  92 
percent  of  the  total  population,  is  considered  a  valid  representation  of 
RTC,  Orlando,  RCCs  relative  to  recruit  leadership  experience.  The 
SERVSCOLCOM  survey  sample,  representing  approximately  45  percent  of  the 
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total  "A"  School  instructor  population  at  SERVSCOLCOM,  Orlando,  was  also 
considered  a  representative  sample  on  the  basis  of  the  broad  scope  of  "A" 
School  student  leadership  experience  Indicated.  While  32  percent  of  survey 
respondents  had  served  as  instructors  for  less  than  6  months  this  was 
considered  useful  for  examination  of  the  leadership  training  requirements  of 
less  experienced  instructor  personnel  (i.e.,  petty  officer  en  route  to 
instructor's  assignment).  One  hundred  and  seventy-two  RTC  respondents  were 
men  and  106  women;  three  did  not  report  gender.  Eighty-four  of  the 
SERVSCOLCOM  sample  were  men  and  five  were  women.  Each  sample  was 
administered  the  same  survey  with  language  altered  slightly  for  the  command 
involved. 

The  results  of  the  survey  analysis  include  (1)  leadership  experience 
factors  of  men  and  women  RCCs  and  "A"  School  instructors,  (2)  measurement 
and  identification  of  pertinent  leadership  competencies,  (3)  data  concerning 
the  frequency,  importance  and  initial  performance  difficulty  of  each,  (4) 
designation  of  survey  respondents  by  performance  level,  and  (5)  multiple 
regression  analyses  for  competencies  which  differentiate  men  and  women  RCCs 
as  well  as  superior  and  nonsuperior  RCCs  and  instructors. 

Leadership  Experience  Factors .  Leadership  experience  factors  were  analyzed 
separately  for  men  RCCs,  women  RCCs,  and  "A"  School  instructors.  The  men 
RCCs  tended  to  be  in  the  E-6  to  E-8  range,  "A"  School  instructors,  E-5  to  E- 
7,  and  women  RCCs,  E-5  to  E-6.  Men  RCCs  tend  to  be  from  engineering,  deck 
or  aviation  ratings  and  women  RCCs  from  administrative  ratings.  Women  RCCs 
and  "A"  School  instructors  as  groups,  are  younger  than  men  RCCs  with  a  large 
proportion  in  their  second  enlistment  (5  to  8  years).  Only  one  percent  of 
men  RCCs  reported  less  than  3  years  sea  duty  with  a  considerable  spread  of 
sea  duty  experience  beyond  that  level.  Seventy-eight  percent  of  women  RCCs 
had  no  sea  duty  experience.  Half  of  the  men  RCCs  reported  some  duty  in  a 
combat  zone,  but  only  one  woman  RCC  reported  this  kind  of  experience. 
Eighty-nine  percent  of  "A"  School  instructors  had  three  or  more  years  of  sea 
duty,  and  23  percent  reported  previous  combat  experience.  Men  RCCs  reported 
a  wide  range  In  numbers  of  Individuals  supervised  in  previous  billets,  as 
did  "A"  School  instructors.  Fifty-nine  percent  of  men  RCCs  reported  havinq 
supervised  21  or  more  subordinates;  however,  a  high  proportion  (62  percent) 
of  women  RCCs  reported  limited  supervisory  experience  involving  six  or  less 
subordinates. 

Approximately  20  percent  of  the  petty  officers  and  chief  petty  officers 
in  all  three  groups  reported  completion  of  either  the  LPO  or  LCPO  LMET 
course.  At  the  time  of  survey,  1  in  10  RCCs,  men  and  women,  exceeded  the 
current  required  weight  standard,  and  1  in  7  "A"  School  instructors  also 
exceeded  the  current  required  weight  limit.  As  groups,  the  leadership 
experience  levels  of  men  RCCs,  women  RCCs,  and  "A"  School  instructors  were 
different.  The  men  RCCs  had  the  most  previous  leadership  experience, 
followed  by  "A"  School  instructors.  Women  RCCs  had  the  least  experience. 
Specific  demographic  data  for  RCCs  and  "A"  School  instructors  are  contained 
in  appendices  J  and  K,  respectively. 

Competency  Measurement  and  Identification.  Sixteen  RCC  and  17  "A"  School 
Instructor  competency  scales  were  constructed  on  the  basis  of  competency 
frequency.  The  17  "A"  School  instructor  scales  included  all  16  of  the  RCC 
scales.  The  reliabilities  of  competency  scales  are  shown  in  appendix  L. 
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Definitions  of  the  17  competencies  are  given  in  table  2.  A  complete 
description  of  the  competencies  Including  definitions  and  behavioral 
Indicators  are  contained  In  appendix  M. 

Ccwpctency  Frequency,  Importance  and  Difficulty.  Three  measures  (i.e., 
frequency,  importance,  ancl  Initial  performance  difficulty  scores)  were 
obtained  for  17  competencies.  They  were  calculated  by  taking  the  mean 
frequency,  importance  and  difficulty  responses  for  all  respondents  on  all 
scale  items  and  assigning  that  mean  value  as  the 
frequency/importance/difficulty  score  for  that  competency.  Scores  were 
calculated  separately  for  men  RCCs,  women  RCCs,  and  "A"  School  instructors. 
Table  3  contains  mean  frequency,  importance,  and  initial  performance 
difficulty  scores  and  relative  ranking  for  each  identified  competency. 

Designation  of  Performance  Level.  Two  ratings,  staff  and  peer,  were  used  to 
determine  RCC  performance  levels.  Superior  performers  were  determined  by 
identifying  RCCs  with  either  high  ratings  on  both  measures  or  a  very  high 
rating  on  one  measure.  Below  average  RCCs  were  determined  by  identifying 
those  with  low  ratings  on  both  measures.  Forty-three  of  281  RCCs  were 
Identified  as  superior  performers.  This  equated  to  15.7  percent  of  the  men 
RCCs  and  14.2  percent  of  the  women  RCCs.  Fifty-two  of  the  RCCs  were 
identified  as  below  average  performers.  This  equated  to  16.3  percent  of  the 
men  and  22.6  percent  of  the  women. 

Similarly,  two  ratings  were  used  to  determine  “A"  School  instructor 
performance  level.  Staff  ratings  were  compared  to  official  performance 
evaluation  reports  where  possible.  Superior  performers  were  determined  by 
identifying  "A"  School  instructors  with  high  ratings  on  both  measures. 
Below  average  performers  were  determined  by  identifying  "A"  School 
instructors  with  low  ratings  on  both  measures.  Twelve  "A"  School 
instructors  were  identified  as  superior  performers  and  four  as  below  average 
performers.  This  is  13.5  percent  and  4.5  percent,  respectively. 

All  RCCs  and  “A"  School  Instructors  not  assigned  performance  ratings  of 
superior  or  below  average  were  classified  average  performers.  Table  4 
presents  a  summary  of  performance  ratings  for  both  the  RTC  and  the 
SERVSCOLCOM  samples. 
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TABLE  2.  COMPETENCY  DEFINITIONS 


Competency 

Definition 

Taking  Initiative 

Acting  on  one's  own  responsibility,  self-starting, 
anticipating  situations  rather  than  reacting  to 
them,  initiating  new  action  or  plans  without  being 
told  to  do  so,  accomplishing  tasks  resourcefully 
and  persistently. 

Planning  and 

Organizing 

Identifying  action  steps,  resources,  or  obstacles 
involved  In  reaching  an  objective,  preparing 
schedules,  setting  priorities,  getting  a  unit 
organized,  managing  time. 

Optimizing  Use  of 
Resources 

Matching  subordinates  and  jobs  to  get  the  best 
performance,  using  the  human  resources  available, 
determining  the  optimum  relationship  between 
training  requirements  and  unit  morale,  avoiding 
unit  burnout. 

Delegating  Authority 

Assigning  responsibility  for  task  accomplishment, 
and  commensurate  authority,  to  subordinates;  using 
the  chaln-of -command  to  require  subordinates  to 
share  In  task  management;  encouraging  subordinates 
to  seek  responsibility  without  waiting  for  direct 
orders. 

Monitoring  Results 

Checking  unit  progress  by  seeking  information 
regarding  progress  or  by  direct  observation, 
checking  on  results  of  own  and  subordinates' 
actions,  evaluating  Individual  and  unit  performance 
against  a  standard  of  performance. 

Maintain  Control 
of  Unit 

Eliciting  desired  unit  behavior  through  use  of 
authority  to  reward  and  discipline  and  otherwise 
maintain  accountability  for  subordinate 
performance. 

Influencing 

Persuading  and  convincing  others  up,  across,  and 
down  the  chaln-of -command  concerning  matters 
required  to  accomplish  company/class  goals,  using 
military  bearing,  position,  and  rank  as  a  role 
model  to  subordinates,  peers,  and  seniors. 

Developing 

Subordinates 

Coaching  subordinates  toward  Improved  performance, 
helping  subordinates  to  be  more  responsible  In 
getting  the  job  done  at  a  quality  standard. 
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TABLE  2.  COMPETENCY  DEFINITIONS  (continued) 


Competency 

Definition 

Team  Building 

Promoting  team  work  and  cooperation  within  your  own 
company/class  or  with  other  units. 

Projecting  Realistic 
Expectations 

Maintaining  an  awareness  that  some  instructions 
will  not  be  followed  or  carried  out  effectively; 
expressing  displeasure,  disappointment,  and  concern 
about  shortcomings  of  an  individual  or  group. 

Understanding 

Accepting  the  feelings  of  another  person,  responding 
to  persons  appropriately  in  order  to  get  the  job 
done,  figuring  out  other  people's  difficulties  with 
rational  explanation. 

Conceptualizing 

Thinking  critically,  thinking  clearly,  searching 
for  and  identifying  relevant  facts,  organizing 
facts,  and  drawing  conclusions. 

Advising  and 

Counseling 

Advising:  Giving  specific  information/guidance  to 
others  about  opportunities,  alternatives,  or 
recommended  courses  of  action  that  will  help  solve 
their  problem;  understanding  legal  limits  of 
responsibility  for  consequences  of  advice. 
Counseling:  Helping  subordinates  explore,  better 
understand,  and  possibly  find  solutions  for  a 
problem;  keeping  one's  own  preferences  secondary 
while  a  subordinate  takes  care  of  his/her  problem. 

Helping 

Making  time  available  to  talk  to  subordinates, 
"fighting"  for  your  people,  assessing  the  nature  of 
subordinates'  problems  and  making  appropriate 
disposition. 

Resolving  Conflicts 

Helping  subordinates,  as  well  as  peers,  resolve 
disputes/conflicts/behavior  problems  to  a 
successful  resolution  so  that  both  parties  are 
relatively  satisfied. 

Compelling 

Using  the  authority  inherent  in  military  rank  to 
point  out  negative  consequences  of  nonperformance 
or  substandard  performance  in  order  to  feel  assured 
about  subordinate  performance/obedience. 

Projecting  Positive 
Expectations 

Showing  subordinates  that  you  are  convinced  they 
are  fully  capable  of  doing  good  work  when  given  a 
chance,  expressing  positive  feelings  about  other 
people's  work,  treating  subordinates  so  that  they 
believe  you  need  them  and  that  they  are  a  valuable 
resource. 
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TABLE  4.  OVERALL  PERFORMANCE  RATINGS  OF  RTC  AND 
SERVSCOLCOM  RESPONDENTS 


Level  of  Performance 

Number  (Percent)  of  Respondents* 

Men  RCC/(*) 

Women  RCC/(X) 

Instructor/(%) 

Superior 

27  (15.7) 

15  (14.2) 

12  (13.5) 

Average 

117  (68.0) 

67  (63.2) 

73  (82.0) 

Below  Average 

28  (16.3) 

24  (22.6) 

4  (4.5) 

*n*278  (gender  not  indicated  by  three  respondents) 


Regression  Analyses  of  Performance  and  Gender  on  Competency  Scales. 
Multiple  regression  analyses  indicated  the  extent  to  which  frequency  of 
behavior  of  each  competency  distinguished  between  superior  and  nonsuperior 
(l.e.,  average  and  below  average)  performers,  and  the  extent  to  which 
frequency  of  competency  behavior  distinguished  between  men  and  women  RCCs. 
The  statistical  calculations  required  for  the  regression  analyses  are 
contained  in  appendix  N.  The  results  are  summarized  below. 

Competencies  and  Performance.  The  analyses  indicate  three  competencies  that 
distinguish  between  superior  and  nonsuperior  RCC  performance.  These 
competencies  are: 

.  monitoring  results 

.  delegating  authority 

.  taking  initiative. 

Both  monitoring  results  and  taking  initiative  are  positively  related  to 
performance.  Superior  performers  tend  to  engage  in  these  behaviors  more 
frequently  than  nonsuperior  performers.  Delegating  authority  is  negatively 
related  to  performance,  indicating  that  superior  performers  engage  in  these 
behaviors  less  frequently  than  nonsuperior  performers. 

The  analysis  for  "A"  School  Instructors  yielded  one  competency  that 
distinguished  between  superior  and  nonsuperior  performers: 

.  planning  and  organizing. 

Superior  performers  tend  to  engage  more  in  these  behaviors. 

Competencies  and  Gender.  When  the  regression  analyses  are  performed 
separately  for  men  and  women  RCCs,  different  sets  of  competencies  are  shown 
to  discriminate  between  superior  and  nonsuperior  performers.  Analysis  of 
performance  on  competencies  for  men  indicates  four  competencies  that 
distinguish  superior  from  nonsuperior  men. 
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.  taking  initiative 

.  conceptualizing 

.  delegating  authority 

.  understanding. 

Taking  initiative  and  conceptualizing  are  both  positively  related  to 
performance;  superior  men  RCCs  perform  these  behaviors  more  frequently  than 
nonsuperior  men  RCCs.  Delegating  authority  and  understanding  are  both  nega¬ 
tively  related  to  performance;  superior  men  RCCs  perform  these  behaviors 
less  frequently  than  nonsuperior  men  RCCs.  For  women,  only  one  competency, 
monitoring  results,  distinguished  between  superior  and  nonsuperior  RCCs. 
Superior  women  RCCs  tend  to  monitor  results  more  frequently  than  nonsuperior 
women  RCCs. 

The  next  set  of  analyses  addresses  how  competency  behavior 

differentiates  men  and  women  RCCs  and  superior  men  and  women  RCCs,  in 
particular.  When  superior  and  nonsuperior  performers  are  combined,  five 
competencies  distinguish  between  men  and  women.  Women  are  more  frequently 
involved  in  planning  and  organizing,  developing  subordinates,  and  delegating 
authority.  Men  are  more  frequently  Involved  in  team  building  and 

conceptualizing.  When  the  43  superior  performers  are  examined  separately, 
there  are  three  competencies  that  distinguish  between  men  and  women. 
Superior  women  engage  in  more  planning  and  organizing  and  in  more  developing 
of  subordinates  than  do  superior  men.  Superior  men  engage  in  more 

conceptualizing  than  do  superior  women.  Thus,  there  is  also  evidence  that 
there  are  differences  in  superior  men  and  superior  women  leaders  not  in  how 
well  they  lead  but  in  the  frequency  with  which  they  use  the  various 
competencies.  Table  5  summarizes  these  data. 

SELECTION  OF  COMPETENCIES  FOR  TRAININ6  EMPHASIS 

Figure  1  graphically  represents  the  relationship  between  competency 
importance  and  initial  performance  difficulty  for  men  RCCs.  Figure  2 
presents  the  same  relationships  for  women  RCCs.  Figure  3  shows  tlje 
corresponding  data  for  "A"  School  Instructors.  In  all  three  figures  the 
area  indicating  high  training  emphasis  is  separated  from  the  area  of  reduced 
training  emphasis  by  a  corridor  representing  the  area  of  moderate  training 
emphasis.  This  corridor  is  centered  on  the  line  representing  an  inverse 
relationship  between  relative  importance  and  relative  difficulty.  The  width 
of  the  corridor  extends  arbitrarily  one  and  one-half  ranks  either  side  of 
that  line. 

Table  6  contains  a  list  of  all  competencies,  grouped/prioritized  for 
training  by  type  of  leader. 
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COMPARISON  GROUPS 

Performance  Group  Comparisons* 

Gender  Comparisons** 

Competencies 

Superior  and 
Nonsuperior 
Performers 
(All  Survey 
Respondents) 

Superior  and 
Nonsuperior  Men 

Superior  and 
Nonsuperior  Women 

Men  and 
Women 

Superior 

Men 

Superior 

Women 

Monitoring  Results 

S 

S 

Delegating  Authority 

N 

N 

F 

Taking  Initiative 

S 

S 

Conceptualizing 

s 

M 

M 

Understanding 

N 

Planning  and 

Organizing 

F 

F 

Developing 

Subordinates 

F 

F 

Team  Building 

M 

*  S  Indicates  superior  RCCs  perform  this  competency  more  often,  and  N  Indicates  nonsuperior  RCCs  perform 
the  competency  more. 

**  F  Indicates  women  RCCs  perform  this  competency  more  often,  and  M  Indicates  men  RCCs  perform  the 
~  competency  more. 


\ 


RANK  OF 
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Figure  3.  Rank  of  Relative  Importance  Versus  Rank  of  Relative  Difficulty 
For  "A"  School  Instructors. 


Counseling  resources 

Team  building 
Delegating  authority 
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SUPPLEMENTAL  INFORMATION  FOR  CONSIDERATION  IN  COURSE  DESIGN 

The  results  of  the  supplemental  training  information  analysis  describe 
(1)  various  attitudes  associated  with  (a)  superior,  average  and  below 
average  performance,  (b)  completion  of  an  LPO/LCPO  LMET  course,  and  (c) 
gender,  (2)  the  manner  in  which  RCCs  and  instructors  judge  their  own 
success,  (3)  the  kind  of  problems  RCCs  and  "A"  School  instructors  most  often 
experience  in  counseling  recruits  and  students,  and  (4)  an  analysis  of  RCC 
and  "A"  School  instructor  communication  patterns. 

LEADERSHIP  ATTITUDES  AND  BEHAVIORS.  Recruit  company  commander  and  "A" 
School  Instructor  attitudes  concerning  various  aspects  of  their  leadership 
responsibilities,  tasks,  and  behaviors  were  measured  to  determine  possible 
attitudes/behaviors  substantive  enough  to  be  addressed  in  leadership  course 
development.  The  relationship  of  performance,  previous  LPO/LCPO  LMET  course 
completion  and  gender  to  these  attitudes  was  examined.  Responses  to  each 
attitude/behavior  statement,  by  groups,  are  presented  in  appendix  0. 

Recruit  company  commanders  differed  as  a  group  in  response  to 
attitudlnal/behavloral  survey  statements  much  more  than  “A"  School 
instructors.  "A"  School  Instructors  did  not  differ  significantly  in  their 
agreement/disagreement  with  these  statements  other  than  that  which  might  be 
attributed  to  chance.  Among  RCCs,  however,  there  were  numerous  statements 
with  which  groups  of  RCCs  differed  significantly  based  on  performance  level, 
previous  LPO/LCPO  LMET  course  completion  and  gender. 

Performance  Differences.  Among  RCCs,  superior  performers  express  greater 
satisfaction  In  their  work  and  believe  more  strongly  in  the  relationship 
between  their  own  self-confidence  and  the  success  of  their  recruits.  They 
are  more  satisfied  with  themselves  as  role  models  for  recruits  and  see  them¬ 
selves  as  experts  from  whom  advice  is  sought.  Superior  RCCs  report  adjust¬ 
ing  better  to  the  competitive  atmosphere  of  recruit  training  and  strive  for 
flag  awards  more  strongly  than  average  and  below  average  performers. 

Superior  RCCs  express  more  confidence  as  speakers  to  large  groups. 
Superior  and  average  RCCs  place  a  higher  emphasis  on  command  presence  then 
their  poorer  performing  peers  and  indicated  a  higher  concern  about  their 
command  presence  from  the  start  of  their  tour.  Superior  RCCs  report  a 
stronger  sense  of  their  own  ability  to  get  the  job  done.  They  believe  more 
strongly  that  they  have  the  necessary  authority  to  do  the  job,  that  they  can 
Influence  recruits,  find  ways  to  reward  recruit  performance  and  that 
regardless  of  the  quality  of  recruits,  they  can  train  them. 

Superior  RCCs  also  report  a  greater  problem  with  fatigue  and  the  intru¬ 
sion  of  family  problems  into  their  work  routine.  They  report  a  greater 
likelihood  of  getting  into  difficult  situations  because  of  decisions  they 
make  and  a  greater  tendency  to  do  recruits'  work  for  them  rather  than 
letting  It  go  undone. 

Previous  LPO/LCPO  LMET  Course  Completion  Differences.  LPO/LCPO  LMET 
graduates  report  they  are  more  satisfied  with  and  have  made  a  better 
adjustment  to  the  leadership  style  they  have  adopted  to  optimize  success  in 


Technical  Report  154 


the  competitive  environment  of  RTC  than  nongraduates.  This  is  also 
reflected  in  the  stronger  endorsement  they  give  to  striving  for  flag  awards. 
Graduates  express  higher  confidence  in  themselves  as  models  for  their 
recruits.  Appreciation  for  and  concern  about  command  presence  is  higher  for 
graduates  than  nongraduates  as  is  comfort  in  talking  to  large  groups  of 
recruits.  LPO/LCPO  LMET  graduates  express  higher  confidence  than 
nongraduates  in  their  ability  to  influence  others.  They  have  higher 
confidence  in  shipmates  taking  their  advice  and  the  ease  with  which  recruits 
approach  them  with  problems.  They  communicate  more  frequently  to  each  new 
recruit  that  he/she  is  important  to  the  Navy.  Graduates  also  report  a 
higher  incident  of  the  intrusion  of  family  problems  into  the  work 
environment  than  do  nongraduates. 

Gender  Differences.  Women  RCCs  expressed  greater  confidence  in  their 
graduates 1  ability  to  take  responsibility  for  their  actions.  They  also 
indicated  a  stronger  willingness  than  men  RCCs  to  "stick  their  necks  out" 
for  their  recruits.  Women  RCCs  reported  that  avoiding  physical  "handling" 
of  recruits  was  more  difficult,  but  neither  men  nor  women  RCCs  reported 
physical  "handling"  as  a  common  practice. 

Women  RCCs  endorsed  more  strongly  than  men  RCCs  the  idea  that  greater 
consideration  be  given  to  women  recruits  because  of  emotional  factors. 
Women  RCCs  also  saw  off  duty  social  interaction  between  staff  members  and 
recruits  as  less  of  a  problem  than  men  RCCs  although  neither  group  endorsed 
the  practice. 

Men  RCCs  reported  a  better  adjustment  than  women  RCCs  to  the 
competitive  environment  of  RTC.  They  also  indicated  a  higher  confidence 
that  their  advice  was  valued  by  fellow  staff  members  and  by  recruits.  Men 
RCCs  indicated  a  stronger  belief  that  recruit  quality  was  declining  and  that 
they  were  more  frequently  required  to  repeat  explanations  of  directives  to 
their  recruits. 

MEASUREMENT  OF  SUCCESS.  Recruit  company  commanders  chose  the  five  most 
inportant  sources  of  feedback  to  them  on  their  own  performance  from  a  list 
of  sources.  They  did  not  rank  the  sources  in  order  of  importance.  Table  7 
lists  the  sources  of  feedback  cited  by  RCCs  in  the  order  of  frequency  of 
citation. 

The  rank  orders  of  sources  of  feedback  used  were  similar  for  men  and 
women  RCCs.  Statistical  t-tests  reveal  three  significant  differences 
between  men  and  women  RCCs  (at  the  ££.01  level)  in  how  the  RCCs  viewed  the 
various  sources  of  feedback.  Most  women  RCCs  looked  at  the  general  attitude 
of  the  company  for  feedback.  More  men  RCCs  than  women  RCCs  looked  at 
feedback  from  other  RCCs  and  academic  test  results. 

"A"  School  Instructors  also  chose  five  important  sources  of  feedback  on 
their  own  performance  from  a  list  of  sources.  They  did  not  rank  the  sources 
in  order  of  Importance.  Table  8  lists  the  sources  of  feedback  cited  by 
instructors  in  the  order  of  frequency  of  citation. 
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TABLE  7.  IMPORTANT  SOURCES  OF  FEEDBACK  ON  THEIR  OWN  PERFORMANCE 
CITED  BY  MEN  AND  WOMEN  RCCs 


Source  of  Feedback 

Frequency 

Cited 

(n=278) 

X  Men  RCCs 
Citing 
(n=172) 

%  Women  RCCs 
Citing 
(n=106) 

Company  Morale 

246 

87 

91 

General  Attitude  of  Company 

240 

80 

96 

Military  Inspection  Results 

211 

75 

77 

Company  Appearance 

205 

69 

81 

Division  Staff  Feedback 

129 

51 

39 

Feedback  from  Other  RCCs 

102 

43 

26 

Flag  Awards 

82 

29 

30 

Academic  Test  Results 

81 

37 

17 

Feedback  from  Partner 

35 

11 

16 

Verbal  Reports  from  Individual 
Recruits 

30 

10 

12 

Verbal  Reports  from  RCPOs 

18 

5 

9 

"Stand  Tall"  Inspections 

5 

2 

2 
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TABLE  8.  IMPORTANT  SOURCES  OF  FEEDBACK  ON  THEIR  OWN 
PERFORMANCE  CITED  BY  "A"  SCHOOL  INSTRUCTORS 


Frequency  Cited  %  Instructors) 

Source  of  Feedback  (n=89)  Citing 


Academic  Performance  Tests 

71 

80 

General  Attitude  of  Class/Barracks  Unit 

66 

74 

Military  Inspection  Results 

54 

61 

Overall  Impression  of  Class 
(e.g.,  Uniform/Barracks  Appearance) 

42 

47 

Class/Barracks  Unit  Morale 

38 

43 

Verbal  Reports  from  Individual  Students 

36 

40 

Feedback  from  other  Instructors/Advisors 

31 

35 

Division  Level  Feedback 

21 

24 

Feedback  from  Follow-on  Class  Instructor/ 
Advisor  (e.g.,  "C"  School  Instructors) 

20 

22 

Feedback  from  Counterpart 

15 

17 

Verbal  Reports  from  Student  Leaders 

10 

11 

Flag  Awards 

1 

1 
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COUNSELING  PROBLEMS.  Recruit  company  commanders  checked  five  areas  from  a 
list  of  counseling/advising  areas  which  required  the  most  effort.  Table  9 
lists  the  areas  cited  in  order  of  the  frequency  with  which  they  were 
reported. 

Both  men  and  women  RCCs  cited  the  same  top  six  areas  and  ranked  them  in 
the  same  order: 

.  military  attitude 

.  lack  of  self-confidence 

.  military  performance 

.  homesickness 

.  academic  performance 

.  uniform  appearance. 

Statistical  t-tests  for  proportions  were  made  to  determine  any 
significant  differences  between  men  and  women  RCCs  in  the  counseling  areas 
reported  as  requiring  more  effort.  Proportionately,  more  men  RCCs  cited 
counseling  recruits  for  "family  problems"  and  "financial  problems"  than  did 
women  RCCs.  However,  women  RCCs  more  frequently  cited  problems  related  to 
"release  from  the  Navy."  These  differences  were  significant  at  the  £<..01 
level.  There  were  no  major  differences  in  the  other  areas.  Some  of  the 
areas  were  cited  by  less  than  10  percent  of  the  RCCs.  Although  there  are 
apparent  differences  between  men  and  women  RCCs  in  some  of  these  areas,  the 
small  frequencies  make  these  differences  difficult  to  interpret.  The  data 
do  not  answer  the  question  of  whether  these  variations  are  due  to 
differences  In  the  RCCs  or  in  the  populations  they  lead,  or  both. 

"A"  School  instructors  also  checked  five  areas  from  a  list  of 
counseling/advising  areas  which  were  the  most  difficult  and  also  the  five 
that  were  encountered  most  frequently.  Table  10  lists  all  of  the  areas 
cited  in  order  of  the  frequency  with  which  they  were  reported.  Two  areas  of 
student  counseling  problems  standout  as  being  both  difficult  and  frequently 
encountered  by  "A"  School  instructors: 

.  financial  problems 

.  military  attitude  problems. 
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TABLE  9.  COUNSELING/ADVISING  AREAS  REQUIRING  MOST  EFFORT  CITED  BY 
MEN  AND  WOMEN  RCCs 


X  Men  RCCs 

%  Women  RCCs 

Counse 1 i ng /Adv i s i ng 

Frequency 

(n=172) 

(n*106) 

Area 

Cited 

Citing 

Citing  j 

Military  Attitude 
Lack  of  Self-Confidence 
Military  Performance 
Homesickness 
Academic  Performance 
Uniform  Appearance 
Family  Problems 

Sense  of  "Betrayal"  by  Recruiter 

Career  Planning 

Release  from  Navy 

Girl /Boyfriend  Troubles 

Financial 

Medical 

Racial 

Marriage 

Legal  Problems 

Drug  Problems 

VD  Prevention 

Rape/Rape  Prevention 

Abortion 
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TABLE  10.  "A"  SCHOOL  COUNSELING/ADVISING  AREAS 

BY  DIFFICULTY  AND  FREQUENCY 


Number  Citing 
Counsel ing/Advi sing  (n*89)  As  Most 

Area  Difficult 

^Instructors 

Citing 

Number  Citing 
(n=89)  As  Most 
Frequently 
Encountered 

^Instructors 

Citing 

Legal  Problems 

35 

39 

8 

9 

Girl /Boyfriend  Troubles 

30 

34 

15 

17 

Financial 

29 

33 

21 

24 

Sense  of  "Betrayal" 
by  Recruiter 

25 

28 

10 

11 

Family  Problems 

24 

27 

11 

12 

Military  Attitude 

23 

26 

49 

55 

Marriage 

20 

22 

13 

15 

Uniform  Appearance 

19 

21 

48 

54 

Lack  of  Self-Confidence 

19 

21 

26 

29 

Career  Planning 

16 

18 

30 

34 

Release  from  Navy 

16 

18 

9 

10 

Drug  Problems 

15 

17 

16 

18 

Rape/Rape  Prevention 

14 

16 

2 

2 

Medical 

14 

16 

6 

7 

Abortion 

13 

15 

0 

0 

Academic  Performance 

13 

15 

54 

61 

Racial 

12 

13 

2 

2 

Military  Performance 

12 

13 

56 

63 

Homesickness 

10 

11 

10 

11 

VD  Prevention 

6 

7 

1 

1 
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COMNJNICATION  PATTERNS  ANALYSIS.  Factor  analysis  revealed  five  groups 

within  which  frequency  of  communication  is  similar  for  RCCs  and,  likewise, 
five  groups  for  "A"  School  instructors.  Both  sets  of  groups  are  listed  in 
appendix  P  along  with  their  correlations  with  performance  level,  gender 

(RCCs  only)  and  prior  completion  of  the  LPO/LCPO  LMET  course.  All 

correlations  were  small  and  statistically  insignificant  suggesting  little 

connection  between  RCC/instructor  communication  patterns  and  performance 
level,  gender,  or  previous  LMET  course  completion. 

SUMMARY  AND  DISCUSSION 

The  survey  developed  in  this  study  identified  and  reliably  measured 
competency  performance.  Sixteen  RCC  competencies  were  identified. 
Seventeen  "A"  School  instructor  competencies,  consisting  of  the  16  RCC 
competencies  and  one  additional  competency,  were  also  identified.  Three  of 
the  16  RCC  competencies  were  found  to  differentiate  superior  from 
nonsuperior  RCCs.  One  of  the  17  "A"  School  instructor  competencies  was 
discovered  to  differentiate  superior  "A"  School  instructors  from  nonsuperior 
instructors.  Of  the  three  RCC  competencies  that  differentiate  superior  and 
nonsuperior  performers,  one  was  found  to  be  performed  less  frequently  by 
superior  RCCs.  This  was  unexpected  and  represents  a  difficulty  with  using 
the  current  LMET  course  model  requiring  instruction  only  in  competencies 
performed  more  frequently  by  superior  performers.  A  revision  to  the  LMET 
model  was  Hlveloped  that  added  competency  difficulty,  importance  and 
frequency  for  sorting  the  competencies  for  training  selection. 

Five  competencies  were  found  to  differentiate  men  from  women  RCCs; 
therefore,  training  requirements  were  developed  separately  for  men  RCCs, 
women  RCCs,  and  "A"  School  instructors.  Training  in  9  of  17  competencies  is 
more  critical  for  these  three  groups. 

One  competency  emerges  as  consistently  high  in  the  training  needs  of 
all  three  groups: 

.  helping. 

That  helping  would  emerge  as  a  high  training  need  may  refer  to  the 
enormous  and  total  responsibility  most  RCCs  and  instructors  have  for 
relatively  young  sailors,  transitioning,  in  most  cases,  from  dependent 
adolescence  to  the  less  dependent  adult  worker  in  a  highly  regimented 
atmosphere.  The  potential  for  a  wide  range  of  personal  dilemmas  Is  great 
and  the  requirement  for  RCC/instructor  response  is  equally  high. 

For  all  predominantly  male  groups,  one  other  competency  is  consistently 

high. 


.  conceptualizing. 

This  competency  Is  related  to  superior  performance  in  men  in  the  RTC 
environment  and  it  ranks  high  as  a  training  requirement  for  "A"  School 
Instructors. 
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Other  competencies  that  are  strong  candidates  for  training  emphasis 

are: 

.  monitoring  results 
.  taking  initiative 

.  influencing 

.  compelling. 

Monitoring  results  differentiated  superior  from  nonsuperior  women  RCCs. 
Taking  initiative  differentiated  superior  from  nonsuperior  men  RCCs. 
Influencing  was  consistently  ranked  highest  in  importance,  but  its 
difficulty  of  performance  was  low. 

Compelling,  as  an  important  competency  for  training,  probably  reflects 
the  fact  that  the  design  of  NAVEDTRACOM  schools,  particularly  recruit 
training,  is  highly  regimented  and  authoritarian,  perhaps  more  so  than  many 
operational  fleet  units.  Strong  discipline  is  an  important  aspect  of  the 
NAVEDTRACOM  environment  and  petty  officer/instructor  leadership  training 
needs  reflect  this. 

One  competency  emerges  as  a  separate  training  requirement  for  "A" 
School  instructors. 

.  understanding. 

This  training  requirement  may  reflect  the  fact  that  the  opportunity  for 
instructor/student  interaction  on  a  one-to-one  basis  is  greater  in  the 
technical  training  environment.  Lower  student/instructor  ratios,  less 
hectic  daily  schedules,  and  self-paced  courses  may  bring  the  "A"  School 
instructor  into  situations  where  using  understanding  skills  are  required 
more  often  than  by  the  RTC  recruit  company  commander  who  is  typically  more 
involved  in  frequent  group  evolutions  with  more  students  to  manage.  This  is 
consistent  with  the  data  that  suggest  superior  men  RCCs  perform  the 
understanding  competency  less  frequently  than  nonsuperior  performers. 
Training  in  this  competency  should  take  into  consideration  that  its  use  is  a 
complex  one  for  the  NAVEDTRACOM  environment. 

Two  competencies  emerge  as  unique  training  requirements  for  women  RCCs: 

.  planning  and  organizing 

.  optimizing  use  of  resources. 

Planning  and  organizing  differentiated  female  from  male  leadership 
behavior  as  well  as  superior  from  average  "A"  School  instructors. 
Optimizing  use  of  resources  did  not  differentiate  women  from  men  but  remains 
a  stronger  training  requirement  for  women  than  men  because  of  the  importance 
and  relative  difficulty  of  performance. 

With  one  exception  (delegating  authority)  the  nine  competencies 
discussed  above  include  all  competencies  that  differentiated  superior  from 
nonsuperior  performers  In  each  of  the  three  groups  of  RCCs/lnstructors 
studied.  Delegating  authority  is  negatively  related  to  superior  performance 
in  men  RCCs. 
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Emphasis  in  the  competencies  discussed  above  is  underscored  by  the 
officers  and  petty  officers  responsible  for  and  involved  in  recruit  and 
initial  technical  training.  These  competencies  capture  the  strong 
organizational  emphasis  in  full-time,  involved,  accountability-oriented 
leadership  which  will  be  expected  from  future  NAVEDTRACOM  petty 
officers/instructors. 

Additional  analyses  concerned  data  about  (1)  leadership  related 
attitudes,  (2)  internal  measures  of  job  success,  (3)  typical  counseling 
problems,  and  (4)  internal  staff  communication  patterns. 

Significant  differences  in  the  attitudes  of  RCCs  by  level  of 
performance,  gender  and  LPO/LCPO  course  completion  were  noted.  One  area 
where  these  differences  may  be  noteworthy  for  LMET  course  development 
concerns  role  modeling  and  command  presence.  Superior  RCCs  and  LPO/LCPO 
LMET  course  graduates  expressed  higher  self-confidence  in  their  role 
modeling  capability  and  higher  concern  about  command  presence. 

Both  RCCs  and  "A"  School  instructors  generally  measure  their  success  as 
leaders  by  judging  the  morale,  attitude  and  appearance  of  the  sailor. 
Military  inspection  results  receive  close  attention,  but  only  in  the  "A" 
School  environment  do  academic  grades  also  receive  high  emphasis.  In  both 
groups,  formal  awards  or  recognition  resulting  from  intergroup  competition 
is  clearly  of  secondary  interest. 

Two  general  areas  of  counseling  were  identified  as  common  to  both  RCCs 
and  "A"  School  instructors: 

.  military  performance  counseling  (e.g.,  military  attitude,  military 
behavior,  uniform  appearance,  performance  of  military  duties) 

.  personal  adjustment  (e.g.,  lack  of  self-confidence,  homesickness, 
sense  of  "betrayal"  by  recruiter,  family  problems,  boy/girl  friend 
problems). 

"A"  School  instructors  could  also  benefit  from  training  in  counseling 
students  in  legal  and  financial  matters. 

Analysis  of  staff  communication  patterns  revealed  little  in  the  way  of 
differences  in  communication  patterns  between  superior/nonsuperior, 
men /women  or  LPO/LCPO  LMET  graduate/nongraduate. 

The  discovery  of  high  numbers  of  IET  unit  leaders  exceeding  weight 
standards  at  the  time  of  survey  (1981)  and  the  corresponding  Importance 
superior  IET  personnel  attached  to  proper  role  modeling  suggests  the  need  to 
review  policies  concerning  selection  and  qualification  of  IET  leaders. 
Other  services  require  meeting  physical  fitness  and  weight  standards  prior 
to  qualification  for  IET  leadership  and  receipt  of  associated  financial 
bonuses. 
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SECTION  IV 

CONCLUSIONS  AND  RECOMMENDATIONS 

This  section  presents  the  conclusions  of  the  study  with  specific 
recommendations  for  RCC  and  "A"  School  instructor  LMET  course  development. 
In  addition,  conclusions  and  recommendations  concerning  future  LMET  course 
development  and  evaluation  methods  and  the  leadership  and  management 
practices  within  the  recruit  and  "A"  School  training  environment  are 
provided. 

CONCLUSIONS 

The  major  conclusions  concerning  the  selection  of  competencies  for  RCC 
and  "A"  School  instructor  LMET  course  development  are  provided  below. 

1.  The  leadership  duties  and  functions  of  RCCs  can  be  adequately 
described  with  16  leadership  competencies  while  the  leadership 
responsibility  of  "A"  School  Instructors  can  be  described  in  17 
competencies.  (The  17  "A"  School  competencies  are  the  16  RCC  competencies 
plus  one  additional  competency.)  (See  table  2.) 

2.  An  LMET  course  providing  instruction  in  the  17  identified 
competencies  but  emphasizing  (i.e.,  providing  more  skill  practice  and 
practical  application  instruction  in)  the  following  nine  competencies  would 
meet  the  more  critical  leadership  training  requirements  of  RCCs  and  "A" 
School  instructors: 

.  helping 

.  conceptualizing 

.  monitoring  resuits 

.  taking  Initiative 

.  influencing 

.  compelling 

.  understanding 

.  planning  and  organizing 

.  optimizing  use  of  resources. 

3.  The  critical  training  requirements  of  RCCs  and  "A"  School 
Instructors  are  similar  enough  to  warrant  consideration  of  the  development 
of  a  single  LMET  course  model  for  both  groups  of  Instructors. 

4.  Among  RCCs,  men  and  women  differ  in: 

a.  the  frequency  with  which  they  perform  five  of  the 
competencies  Identified.  These  are: 

.  delegating  authority  (women  do  it  more) 

.  conceptualizing  (men  do  it  more) 

.  planning  and  organizing  (women  do  it  more) 
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.  developing  subordinates  (women  do  it  more) 

.  team  building  (men  do  it  more). 

b.  the  scope  of  their  leadership  background.  As  a  group  men 
RCCs  have  had  more  extensive  leadership  experience.  They  have  supervised 
larger  groups  of  subordinates,  been  in  the  Navy  longer  and  attained  a  higher 
rate.  Men  RCCs  represented  a  cross  section  of  rating  fields  while  women 
RCCs  tended  to  be  from  administrative  ratings.  Virtually  all  men  RCCs 
reported  previous  tours  at  sea  while  most  women  RCCs  reported  no  sea  duty 
experience. 

c.  some  attitudes  concerning  their  leadership  roles  as  RCCs. 
For  example,  men  RCCs  revealed  higher  confidence  in  their  ability  to  compete 
professionally  in  the  competitive  RTC  environment,  but  women  RCCs  were 
generally  more  positive  about  the  quality  of  recruits  they  were  training  and 
sending  to  the  fleet. 

5.  Increased  frequency  of  performance  of  the  identified  leadership 
competencies  is  normally  associated  with  superior  overall  leadership  perfor¬ 
mance  for  both  RCCs  and  “A"  School  instructors.  Higher  frequency  of  perfor¬ 
mance  of  two  competencies— delegating  authority  and  understanding— can, 
however,  be  associated  with  average  or  below  average  overall  leadership 
performance  among  men  RCCs. 

In  addition  to  direct  inputs  to  the  RCC  and  "A"  School  instructor  LMET 
course  development,  the  data  suggest  certain  conclusions  about  LMET  course 
development  and  evaluation  methods. 

1.  The  utilization  of  systematic  instructional  development 
procedures  can  provide  an  overall  framework  for  the  identification  of  compe¬ 
tency-based  leadership  instructional  requirements. 

2.  Competencies  can  be  treated  similarly  to  job  tasks  for 
purposes  of  instructional  requirements  analysis. 

3.  Leadership  and  management  competencies  can  be  identified  and 
measured  reliably  using  surveys/questionnaires.  Surveys/questionnaires  can 
be  used  to  measure  competency  frequency  of  performance,  perceived  Importance 
to  success  on  the  job,  and  initial  performance  difficulty; 
surveys /questionnaires  can,  also,  be  used  to  identify  competencies  that 
differentiate  between  superior  and  nonsuperior  performers. 

4.  Combined  current  peer  and  staff  performance  ratings  are 
useful  measures  of  overall  leadership  performance;  service  record 
performance  data  are  unreliable  as  a  sole  measurement  device  because  of  (1) 
possible  rating  distortion  and  (2)  lack  of  current  data  because  of  staggered 
annual  reporting  requirements. 

5.  Building  an  LMET  course  on  only  those  competencies  which 
distinguish  superior  and  nonsuperior  performers  may  not  address  all  of  the 


41 


Technical  Report  154 


training  requirements;  competency  importance  and  initial  performance 
difficulty  are  two  useful  factors  in  determining  the  competencies  required 
for  training. 


6.  The  intraorganizational  communication  patterns  of  RCCs  and 
"A"  School  instructors  do  not  appear  to  be  important  variables  in  developing 
leadership  training  requirements. 

i he  data  analysis  also  led  to  three  important  conclusions  related  to 
LMET  course  implementation  policies  within  NAVEDTRACOM  which  may  have  a 
bearing  on  the  overall  effectiveness  of  RCCs  and  "A"  School  instructors. 

1.  Some  RCCs  and  "A"  School  instructors  exceed  Navy 
weight/percent  body  fat  limits. 

2.  E-5  RCCs  of  both  sexes  may  benefit  more  from  LMET-type 
instruction  than  more  senior  petty  officers. 

3.  The  leadership  and  management  training  requirements 
identified  for  RCCs  and  "A"  School  instructors  may  comprise  similar 
leadership  and  management  training  requirements  for  ITB  CCs  as  well. 

RECONNENMTIONS 

The  recommendations  which  follow  are  intended  to  assist  in  design  of 
effective  leadership  training  for  RCCs,  "A"  School  instructors  and  ITB  CCs, 
and  to  add  to  the  Instructional  technology  available  to  NAVEDTRACOM 
concerning  leadership  course  development.  Recommendations  are  also  included 
that  are  designed  to  improve  the  leadership  impact  of  RCCs  and  "A"  School 
instructors/ITB  CCs  through  improvements  to  current  training  management 
practices.  It  is  recommended  that: 

1.  RCC  and  "A"  School  instructor  LMET  instruction  reflect  training  in 
the  17  competencies  identified  In  the  study  with  emphasis  on: 

.  helping 

.  conceptualizing 

.  monitoring  results 

.  taking  Initiative 

.  influencing 

.  compelling 

.  undertaking 

.  planning  and  organizing 

.  optimizing  use  of  resources 

2.  One  LMET  course  model  should  be  considered  with  versions  for  both 
RCCs  and  "A"  School  Instructors/ITB  CCs  using  environment  specific  materials 
and  terminology  (l.e.,  RCCs  use  materials  relevant  to  recruit  training  and 
"A"  School  personnel  use  materials  relevant  to  "A"  School  training). 
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3.  Future  evaluation  of  RCC  and  "A"  School  instructor  LMET 
Instruction  should  emphasize  the  following: 

a.  determine  the  adequacy  of  instruction  (i.e.,  effectiveness  of 
skill  practice  and  practical  application)  in  the  competencies  identified  as 
critical  leadership  training  requirements. 

b.  ensure  that  differences  in  the  performance  of  leadership 
competencies  by  men  and  women  RCCs  are  identified  in  classes  with  women 
students  and  that  relevant  training  materials  reflect  these  differences  when 
advisable. 

c.  ensure  that  those  Instances  where  decreased  frequency  of 
performance  may  be  associated  with  superior  performance  are  identified  and 
possible  problems  associated  with  optimizing  the  use  of  these  competencies 
be  included  in  training. 

4.  The  next  regular  revision  of  the  NAVEDTRACOM  110  series  should 
include  a  methodology  for  leadership  (and  similar  nontechnical  skills) 
training  requirements  identification  based,  in  part,  on  the  procedures 
utilized  in  this  study. 

5.  Future  leadership  and  management  courses  developed  for  Navy 
personnel  should  Include  not  only  competencies  that  differentiate  superior 
from  nonsuperior  performers  but  also  critical  threshold  competencies  (I.e., 
competencies  that  are  important  to  the  job  but  are  relatively  difficult  to 
perform  initially  for  many  job  encumbents). 

6.  Policies  in  two  areas  related  to  the  effective  utilization  of  RCC, 
“A"  School  Instructor,  and  ITB  CC  LMET  graduates  should  be  examined. 

a.  Physical  fitness  and  weight/body  fat  requirements  for 
selection  and  continued  qualification/utilization  of  IET  leaders  should  be 
reviewed. 

b.  The  utility  of  screening  prospective  LMET  students  should  be 
considered  in  order  to  determine  those  whose  previous  experience  warrants 
being  given  the  option  of  skipping  the  LMET  portion  of  their  training 
pipeline.  This  would  permit  LMET  Instructors  to  focus  on  those  students 
(I.e.,  E-5s  with  limited  leadership  experience)  who  may  need/benefit  the 
most  from  the  course. 
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APPENDIX  A 

LEADERSHIP  COMPETENCIES  DISCUSSED  WITH 
RECRUIT  COMPANY  COMMANDERS  AND  "A"  SCHOOL  INSTRUCTORS 


Setting  Goals  and  Performance  Standards 

Taking  Initiative 

Exercising  Self-Control 

Influencing  Others 

Developing  Subordinates 

Building  Teams 

Planning  and  Organizing 

Optimizing  Use  of  Human  Resources 

Delegating  Authority 

Monitoring  Results 

Rewarding  Others 

Disciplining  Others 

Advising  Others 

Counseling  Others 

Demonstrating  Positive  Expectations  About  Other's 
Work  Performance 

Demonstrating  Realistic  Expectations  About  Other's 
Work  Performance 

Demonstrating  Understanding  of  Others 
Conceptualizing  What  Needs  to  Be  Done 
Directing  Others 
Listening  to  Others 
Helping  Others 

Negotiating /Mediating  Interpersonal  Disputes  to  a  Mutually 
Acceptable  Solution 

Making  Decisions  That  Stop  Interpersonal  Conflicts  and/or 
Letting  Conflicts  Resolve  Themselves 
Expressing  Emotions  Readily 
Absolutely  Demanding  Obedience/Conformity 
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Married,  not  living  with  family 

Single,  not  living  with  any  dependents 

Single,  living  with  children  or  other  dependents 
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6L  Plan  the  day  in  15-30  minute 
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It  Is  often  necessary  for  ire  to  explain 
directions  to  recruits  more  than  once 


handling  problems 
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a  recruit's  behavior  and  still  maintain 
my  professionalism 
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APPENDIX  C 

RECRUIT  COMPANY  COMMANDER  AND  "A"  SCHOOL  INSTRUCTOR 
LEADERSHIP  COURSE  DEVELOPMENT  SURVEY 
("A"  SCHOOL  INSTRUCTOR  FORMAT) 
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Your  name  will  be  seen  only  briefly  by  TAEG  personnel  during  the  marking  of  data.  It  will  be  used  to  match  data  collar  tod  from 
other  sources,  tt  wlH  then  be  discarded  and  no  record  of  names  will  exist. 


Have  you  had  an  IMET  course? 
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be  used  constructively 


Technical  Report  154 


their  problem  with  me 


Technical  Report  154 


SECTION  II  (continued) 


feedback  from  Counterpart  Instructors/Advisors  of  Hy  Class 
Overall  Impression  of  Class  (e.j.,  Unlfone/Sarracks  Appearance) 
Flag  Awards 
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APPENDIX  D 

COMPETENCY  SCALE  CONSTRUCTION  PROCEDURES 

Competency  scales  were  constructed  in  two  steps.  In  the  first  step, 
survey  items  about  RCC  and  "A"  School  instructor  leadership  behavior  were 
classified  as  representing  one  of  25  competencies.  The  frequency  of 
performance  was  used  as  the  empirical  basis  for  the  competency  scales.  This 
was  based  on  the  belief  that  behaviors  that  are  part  of  the  same  domain  of 
leadership  activity  should  occur  with  similar  frequency.  Thus,  a  priori 
classifications  of  items  were  used  to  establish  the  initial  version  of  the 
scales.  Scale  frequency  scores  were  calculated  by  taking  the  mean  frequency 
for  all  respondents  of  all  the  items  constituting  a  competency  scale  and 
assigning  that  mean  value  as  the  frequency  of  performance  score  for  that 
competency.  Scales  measuring  the  other  attributes  of  competencies  (i.e., 
importance  and  difficulty  of  performance)  were  computed  in  the  same  manner 
based  on  responses  to  the  appropriate  questions. 

In  the  second  step,  a  step-wise  item  analysis  was  used  to  determine 
which  items  contributed  to  the  reliability  of  the  scale.  This  procedure 
involved  first  calculating  Cronbach's  (1951)  coefficient  alpha  for  the 
entire  a  priori  scale  using  the  RELIABILITY  procedure  in  Hull  and  Nie's 
(1981)  Statistical  Package  for  the  Social  Sciences  (SPSS  Update  7-9).  The 
alpha  for  the  sca’le  with  each  of~ the  items  removed  and  the  correlation  of 
each  item  with  the  sum  of  the  remaining  items  were  also  calculated.  The 
rules  for  item  exclusion  were  fairly  simple.  Any  item  with  a  negative  or 
low  positive  correlation  with  the  rest  of  the  scale  was  excluded.  Any  item 
whose  removal  increased  the  coefficient  alpha  of  the  scale  appreciably  was 
retained.  This  procedure  was  repeated  for  the  remaining  sets  of  items  until 
no  Items  seemed  appropriate  for  removal  or  until  the  scale  was  determined  to 
be  unsalvageable  (i.e.,  did  not  achieve  an  alpha  of  0.55  or  greater). 
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APPENDIX  E 

MISSION  OF  RECRUIT  TRAINING,  FOLLOW-ON  BASIC  TECHNICAL  TRAINING 
AND  THE  INTEGRATED  TRAINING  BRIGADE 

RECRUIT  TRAINING 

The  mission  of  Navy  Recruit  Training  is  to  provide 
indoctrination  and  orientation  in  basic  skills  and  know¬ 
ledge  for  newly  enlisted  naval  personnel  which  will 
enable  them  to  make  the  transition  from  civilian  to  the 
Navy  environment  as  dedicated  and  productive  members  of 
the  United  States  Naval  Service,  and  prepare  them  for 
follow-on  specialized  training.! 

FOLLOW-ON  BASIC  TECHNICAL  TRAINING 

The  mission  of  a  Service  School  Command  is. to  admin¬ 
ister  those  schools  assigned  by  the  Chief  of  Naval  Educa¬ 
tion  and  Training... in  order  to  prepare  (personnel)  for 
early  usefulness  afloat  in  their  designated  specialty. . .2 

INTEGRATED  TRAINING  BRIGADE 

To  provide  the  military  organization  traditional  in 
the  Armed  Forces  of  the  United  States  and  a  General 
Military  Training  Program  for  selected  CNTECHTRA  activity 
students  which  will  ensure  that  strong  motivation  for 
Naval  Service  at  sea  or  ashore  Is  inculcated  into  each 
student  by  enhancing  and  building  upon  the  foundation  of 
discipline  and  military  training  laid  in  Recruit 
Training.  To  this  end,  the  Integrated  Training  Brigade 
shall: 


a.  Foster  patriotism  and  the  desire  for  service 
to  the  nation  in  the  Navy. 

b.  Instill  high  standards  of  military  bearing, 
conduct,  and  personal  responsibility. 


^Chlef  of  Naval  Technical  Training,  Curriculum  Outline  for  U.S.  Navy 
Recruit  Training,  X777-7770,  December  1981,  NAS  Memphis,  MTlTington,  TN. 

2SERVSC0LC0M0RL INST  5450. 1A.  Standard  Organization  Manual. 

(Follow-on  basic  technical  training  occurs  at  a  variety  of  commands  but  the 
mission  statement  of  SERVSCOLCOM,  Orlando,  is  considered  typical  of  the 
missions  for  follow-on  basic  technical  training  sites.) 
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MISSION  OF  RECRUIT  TRAINING,  FOLLOW-ON  BASIC  TECHNICAL  TRAINING 
AND  THE  INTEGRATED  TRAINING  BRIGADE  (continued) 

c.  Teach  and  develop  the  desire  to  observe  naval 
customs  and  traditions. 

d.  Develop  pride  in  the  Navy  and  unit. 

e.  Promote  physical  fitness. 3 

3CNTECHTRAINST  5453.2,  Recommended  Standard  Organ ization  and  Regulations 
Manual  for  the  Integrated  Training  Brigade,  Cniet  of  Naval  Technical 
training,  NAS  Memphis,  Millington,  fN. 
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APPENDIX  F 

FUNCTIONS  AND  DUTIES  OF  RECRUIT  COMPANY  COMMANDERS  AND  ITB 
COMPANY  COMMANDERS  (AND  "A"  SCHOOL  INSTRUCTORS  PERFORMING 
MAJOR  LEADERSHIP  ROLES) 

RECRUIT  COMPANY  COMMANDERS1 

When  assigned  to  lead  a  company,  the  RCC  is  responsible 
for  the  following  duties  and  functions: 

1.  Receives  and  forms  the  company  and  provides  an 
initial  indoctrination 

2.  Organizes  the  administration  of  the  company; 
selecting  and  instructing  recruit  petty  officers; 
instructing  unit  on  proper  watchstanding  procedures, 
liberty  policy,  and  RTC/NTC  regulations  pertaining  to 
recruit  activities 

3.  Conducts  and  supervises  administrative 
activities,  including  use  of  forms,  records,  and  reports 
required  for  the  recruit  training  program 

4.  Monitors  the  current  master  training  schedule, 
ensuring  that  the  company  is  present  for  all  scheduled 
activities 

5.  Establishes  company  discipline,  in  accordance 
with  RTC  standards  of  individual  and  group  behavior,  and 
Initiates  corrective  action  in  instances  of  violations 
and  deficiencies 

6.  Provides  individual  and  group  instruction  of 
recruits  in  the  following  subjects: 

.  RTC  watchstanding 

.  Military  courtesy 

.  Personal  hygiene 

.  Barracks  orientation 

.  Barracks  sanitation 

.  Dally  routine 

.  Clothes  folding/stowage 

.  Uniform  wearing 

.  Basic  military  drill 

.  Competitive  system  at  RTC 

.  Bunk  makeup 

.  Recruit  training  unit  orientation 

.  RTC/NTC  rules  and  regulations 

^AVCRUITCOMORLINST  5400.1,  Company  Commander 1 s  Guide,  Recruit  Training 
Command,  Orlando,  FL 
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FUNCTIONS  AND  DUTIES  OF  RECRUIT  COMPANY  COMMANDERS  AND  ITB 
COMPANY  COMMANDERS  (AND  "A"  SCHOOL  INSTRUCTORS  PERFORMING 
MAJOR  LEADERSHIP  ROLES)  (continued) 


7.  Conducts  or  supervises  recruit  physical 
conditioning  program. 

8.  Prepares  the  company  for  evaluations  and 
inspections. 

9.  Provides  guidance  and  counseling  for  recruits, 
referring  them  to  appropriate  activities  for  assistance 
with  personal  problems  as  necessary. 


ITB  COMPANY  COMMANDERS2 

The  ITB  Company  Commander  shall: 

1.  Execute  the  daily  routine  for  the  company  as 
prescribed  by  the  Regimental  Commander/OIC  and  higher 
authority. 

2.  Conduct  the  approved  General  Military  Training 
Program  as  planned  and  scheduled  by  the  Regimental 
Adjutant. 

3.  Maintain  the  military  training  records  of 
assigned  company  personnel. 

4.  Submit  training  reports  to  the  Battalion 
Adjutant. 


5.  Conduct  the  Physical  Training  Program  for 
assigned  company  personnel.  Maintain  the  individual 
records  of  physical  training. 

6.  Muster,  form  up,  and  march  assigned  company  to 
and  from  classes,  meals,  and  other  evolutions  prescribed 
by  the  daily  routine  of  the  company.  Submit  muster 
reports  to  the  Batallion  Adjutant. 

7.  Conduct  personnel,  unaccompanied  enlisted 
personnel  housing  (UEPH),  security,  sea  bag,  and  other 
Inspections  as  directed  by  competent  authority. 


2CNTECHTRAINST  5453.2,  Recommended  Standard  Organization  and  Regulations 
Manual  for  the  Integrated  Training  Brigade,  15  September  1980,  Chief  of 
Technical  Training,  NAS  Memphis,  Millington,  TN. 
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FUNCTIONS  AND  DUTIES  OF  RECRUIT  COMPANY  COMMANDERS  AND  ITB 
COMPANY  COMMANDERS  (AND  "A"  SCHOOL  INSTRUCTORS  PERFORMING 
MAJOR  LEADERSHIP  ROLES)  (continued) 


8.  Participate  in  the  administration  of  the 
Uniform  Code  of  Military  Justice  by  screening  company 
personnel  placed  on  report  and  making  recommendations 
for  disposition  of  offenses.  Accompany  assigned 
personnel  to  Captain's  Mast  or  Officer-in-Charge  Mast. 
The  responsibility  for  screening  offenses  may  not  be 
delegated  to  the  Assistant  Company  Commander. 

9.  Assign  Extra  Military  Instruction  in  accordance 
with  local  directives  on  appropriate  cases  and  record 
EMI  assigned.  Authority  to  assign  EMI  may  not  be 
delegated  to  the  Assistant  Company  Commander. 

10.  Maintain  a  log  of  members  of  his  company  who 
are  assigned  restriction  and/or  extra  duty  or  EMI  in  the 
company  UEPH. 

11.  Ensure  the  day-to-day  cleanliness,  storage, 
and  neatness  of  assigned  UEPH  spaces  and  exterior  areas 
assigned  to  the  company. 

12.  Submit  vandalism  reports  to  the  Batallion 
Adjutant. 

13.  Promptly  process  special  requests  of  assigned 
company  personnel.  Action  on  request  chits  should  be 
completed  and  the  requester  notified  of  results  within 
twenty-four  hours  of  submission. 

14.  Maintain  a  master  log  of  theft  reports. 

15.  Provide  guidance  and  counseling  on  personal, 
military,  and  administrative  matters  to  assigned  company 
personnel,  placing  emphasis  on  preventing  problems  by 
timely  involvement  when  possible.  The  Company  Commander 
must  continuously  encourage  assigned  personnel  to  come 
forward  with  problems  before  a  disciplinary,  academic, 
or  emotional  crisis  ensues. 

16.  Present  at  all  times  the  highest  standards  of 
military  Integrity,  appearance,  bearing,  courtesy,  and 
pride  in  service  as  a  personal  example  to  all  student 
personnel . 
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FUNCTIONS  AND  DUTIES  OF  RECRUIT  COMPANY  COMMANDERS  AND  ITB 
COMPANY  COMMANDERS  (AND  “A"  SCHOOL  INSTRUCTORS  PERFORMING 
MAJOR  LEADERSHIP  ROLES)  (continued) 


17.  Maintain  the  master  key  for  company  berthing 
spaces  and  a  log  of  changes  to  room  locks  and  new  keys 
cut. 

18.  Issue  refund  applications  to  the  company 
member  for  money  lost  in  NEX  dispensing  machines. 

19.  Initiate  requests  for  unit  funds  and  special 
services  gear  for  company  parties. 

20.  Visit  all  hospitalized  trainees  assigned  to 
the  company. 

21.  Perform  such  other  duties  as  may  be  assigned. 
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APPENDIX  G 

NAVY  OFFICERS  AND  SENIOR  PETTY  OFFICERS  INTERVIEWED 


Echelon 


Chief  of  Naval  Operations 

Deputy  Chief  of  Naval 
Operations  (Manpower, 
Personnel  and  Training)/ 
Chief  of  Naval  Personnel 

Chief  of  Naval  Education 
and  Training 


Chief  of  Naval  Technical 
Training 


Commander,  Naval  Training 
Center,  Orlando 


Commanding  Officer,  Recruit 
Training  Command,  Orlando 


Officers  and  Petty  Officers  Interviewed 

Master  Chief  Petty  Officer  of  the  Navy 

Director,  Total  Force  Planning  Division 
Director,  Human  Resource  Management  Division 
Fleet  Master  Chief  for  Shore  Commands 
Chaplain,  Family  Support  Programs  Branch 

Principal  Deputy,  Chief  of  Naval  Education 
and  Training  and  Chief  of  Staff 
Force  Master  Chief 

Special  Assistant  for  Human  Resource 
Management 

Assistant  Chief  of  Staff  for  Recruit  and 
Special  Training  Operations 
Recruit/Apprentice/Officer  Indoctrination 
and  Warfare  Training  Officer 
Chaplain 

Other  Selected  Staff  Members 

Chief  of  Naval  Technical  Training 
Command  Master  Chief 
Assistant  Chief  of  Staff  for  Air  Warfare 
and  Recruit  and  Apprentice  Training 
Commanding  Officer,  Naval  Management 
Schools  Group 

Other  Selected  Staff  Members 

Commander,  Naval  Training  Center 
Command  Master  Chief 
Staff  Judge  Advocate 
Marine  Corps  Liaison  Officer, 

Naval  Training  Equipment  Center 

Commanding  Officer 

Executive  Officer 

Command  Master  Chief 

Director,  Military  Training  Department 

Leading  Chief  Petty  Officer, 

Military  Training  Department 
Military  Evaluation  Division  Officer 
Human  Resources  Management  Officer 
Leading  Chief  Petty  Officer, 

Company  Commander  School 
Thirty  Selected  Company  Commanders 
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NAVY  OFFICERS  AND  SENIOR  PETTY  OFFICERS  INTERVIEWED  (continued) 

Commanding  Officer,  Service  Coimandlng  Officer 

School  Command,  Orlando  Executive  Officer 

Command  Master  Chief 
Director,  Basic  Electricity  and 
Electronics  School 

Torpedoman  "C"  School  Division  Officer 
Career  Counselor/Curriculum  Instructional 
Standards  Officer 

Sixteen  Selected  "A"  School  Instructors 
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OTHER  SERVICE 
Service 
Army 


Marine  Corps 


Air  Force 


APPENDIX  H 

OFFICERS  AND  NONCOMMISSIONED  OFFICERS  INTERVIEWED 
Personnel  Interviewed 


Initial  Entry  Training  Director  and  Staff* 

DCS  Training  -  ATTG,  U.S.  Army  Training  and 
Doctrine  Command,  Fort  Monroe 

Operations  and  Training  Staff, 

U.S.  Army  Training  Center,  Fort  Jackson 

Company  Commander,  4th  Combat  Support  Training 
Brigade,  Fort  Jackson 

Battalion  Sergeant  Major,  4th  Combat  Support 
Training  Brigade,  Fort  Jackson 

Drill  Sergeant,  4th  Combat  Support  Training 
Brigade,  Fort  Jackson 

Marine  Corps  Liaison  Officer,  Naval  Training 
Equipment  Center,  Orlando 

Commanding  Officer,  Recruit  Training 
Regiment,  Marine  Corps  Recruit  Depot  (MCRD), 
Parris  Island 

Executive  Officer,  Recruit  Training  Regiment 
MCRD,  Parris  Island 

Officer-In-Charge,  Drill  Instructor  School, 
MCRD,  Parris  Island 

Sergeant  Major,  Drill  Instructor  School, 

MCRD,  Parris  Island 

Senior  Leadership  Instructor,  Drill  Instructor 
School,  MCRD,  Parris  Island 

Drill  Instructors,  Recruit  Training  Regiment, 
MCRD,  Parris  Island 

Operations  Officer,  Basic  Military 
Training  School  (BMTS),  Lackland  AFB 

Squadron  Commander,  BMTS,  Lackland  AFB 

Commandant,  MTI  School,  BMTS,  Lackland  AFB 

Military  Training  Instructors,  BMTS, 

Lackland  AFB 
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APPENDIX  I 

REVIEW  OF  MILITARY  LEADERSHIP  COURSES 

Seven  relevant  military  leadership  courses,  or  course  segments,  were 
identified  and  reviewed.  They  were  the: 

.  Leading  Petty  Officer  (LPO)  LMET  course 

.  Leading  Chief  Petty  Officer  (LCPO)  LMET  course 

.  Past  Recruit  Company  Commander  school  leadership  training 
materials 

.  Human  Behavior  and  Leadership  Nonresident  Career  Course  (NAVEDTRA 
10058. B) 

.  U.S.  Marine  Corps  Drill  Instructor  School  leadership  training 
course  segments 

.  U.S.  Army  Drill  Sergeant  School  leadership  training  course 
segments 

.  Computerized  Evaluation  and  Training  System  (CETS). 

Three  of  the  courses  were  selected  for  further  detailed  analysis  because 
each  met  the  condition  of  (1)  systematic  design  and  (2)  focus  on  the 
Intended  student  population  (mid  and/or  senior  level  Navy  petty  officers 
and/or  Navy  recruit  company  commanders).  These  were  the  LPO  LMET  course, 
the  LCPO  LMET  course  and  the  CETS.  The  LPO  and  LCPO  LMET  course  were 
grouped  together  In  this  analysis  due  to  their  similarity  in  curriculum  and 
method  of  instruction.  Other  service  IET  leadership  training  was  examined 
in  order  to  determine  general  instructional  techniques  and  the  manner  in 
which  leadership  training  was  integrated  with  other  job  preparatory 
training. 

LPO  AND  LCPO  LMET  COURSE  REVIEW  AND  ANALYSIS.  The  LPO  and  LCPO  LMET  courses 
are  10-day  leadership  and  management  courses  specifically  designed  for  Navy 
petty  officers  or  chief  petty  officers,  respectively,  who  are  en  route  to 
fleet  assignments  as  LPO/LCPOs.  The  instructional  content  Is  essentially 
the  same  for  each  group  but  with  application  exercises  and  peer/student 
milieu  controlled  to  maximize  learning.  The  instructional  content  is  based 
on  the  following  set  of  sixteen  competencies  organized  into  five  groups 
which  research  (Klemp,  Munger,  and  Spencer,  1977)  has  shown  to  be  those 
competencies  which  distinguish  superior  Navy  leaders  from  the  average 
performers: 

.  Concern  for  Efficiency  and  Effectiveness 

..  Setting  goals  and  performance  standards 

..  Taking  Initiative 

.  Management  Control 
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..  Planning  and  organizing 

..  Optimizing  use  of  resources 

..  Delegating 

..  Monitoring  results 

..  Rewarding 

..  Disciplining 

.  Skillful  Use  of  Influence 

..  Influencing 

..  Team  building 

..  Developing  subordinates 

..  Exercising  self-control 

.  Advising  and  Counseling 

..  Expressing  positive  expectations 

..  Expressing  realistic  expectations 

..  Understanding 

.  Conceptual  Thinking 

..  Conceptualizing 

The  LPO/LCPO  LMET  course  design  followed  systematic  development 
procedures.  One  hundred  eighty-two  Navy  leaders  from  mid-level  petty 
officers  to  senior  officers  comprised  largely  of  fleet  personnel  from  both 
Atlantic  and  Pacific  fleets  were  Interviewed  extensively  concerning  their 
own  leadership  behavior  —  good  and  bad.  Systematic  analysis  of  interview 
data  produced  27  competency  areas  that  accounted  for  much  of  the  difference 
in  superior  and  average  leadership  performance  of  the  Individuals 
interviewed.  During  the  course  design  process  the  27  competencies  were 
consolidated  Into  the  16  cited  above  for  ease/clarity/appropriateness  of 
instruction. 

To  help  determine  the  relevance  of  the  LPO/LCPO  LMET  course  for 
training  unit  leaders  Involved  In  the  early  military  training  of  new 
sailors,  281  RTC,  Orlando,  RCCs  and  89  SERVSCOLCOM,  Orlando,  Instructors 
were  surveyed.  Approximately  21  percent  of  current  RCCs  and  SERVSCOLCOM 
Instructors  had,  at  the  had,  at  the  time  of  the  survey,  completed  the 
LPO/LCPO  course.  Because  of  sample  size  considerations,  an  assessment  was 
made  of  the  LPO/LCPO  course  only  as  It  applies  to  RCCs.  For  this  purpose, 
peer  and  staff  performance  data  for  all  RCCs  were  collected  as  presented  in 
the  body  of  this  report.  Performance  assessments  were  made  of  281  RCCs. 

Rate  and  gender  data  were  collected  In  order  to  assess  the  Interplay  of 
course  completion  and  these  variables  on  performance  as  RCCs. 

Table  1-1  presents  the  frequencies  of  RCCs  who  fall  into  one  of  the 
three  performance  levels  by  gender,  rate,  and  LMET  course  completion. 
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From  table  1-1,  it  appears  that  a  disproportionate  number  of  both  men 
and  women  P02s  who  did  not  complete  an  LMET  course  are  rated  as  below 
average. 


TABLE  1-1.  THE  FREQUENCY  OF  THREE  LEVELS  OF  PERFORMERS 
AMONG  LPO/LCPO  LMET  COURSE  COMPLETERS  AND 
NONCOMPLETERS  FOR  MEN  AND  WOMEN  RCCs 


A 
.v*  I 


i 

f 


LMET 

Sender 

Rate 

Course 

Levels  of 

Performance 

Completion 

Below  Average 

Average 

Superior 

WOMEN 

P02 

NO 

14 

19 

2 

YES 

2 

8 

1 

P01  and 

NO 

6 

30 

9 

above 

YES 

0 

8 

2 

-  -  . -  - 

MEN 

P02 

NO 

10 

8 

0 

YES 

0 

1 

0 

P01 

NO 

8 

23 

9 

YES 

0 

8 

1 

CPO  and 

NO 

7 

46 

12 

above 

YES 

2 

21 

4 

The  effect  is  statistically  significant  overall  (X^  *  42.40  df  =  18, 
p^.OOl). 

Thus,  there  Is  an  Indication  that  prior  LMET  course  completion  may 
benefit  junior  or  less  experienced  personnel,  particularly  by  reducing  the 
number  of  below  average  performers.  However,  this  study  was  not  designed  to 
evaluate  the  effectiveness  of  LPO/LCPO  LMET.  Therefore,  the  primary  use  of 
these  findings  should  be  to  assist  In  the  design  of  an  RCC  and  "A"  School 
Instructor  LMET  course.  In  particular,  this  finding  suggests  that  the 
primary  benefits  of  LMET  may  be  realized  among  less  experienced  junior 
personnel  and  that  the  competencies  taught  In  the  LPO/LCPO  LMET  course  may 
be  relevant  to  the  job  of  an  RCC. 

CETS  REVIEW  AND  ANALYSIS.  CETS  was  a  multi-media  self-paced  computer 
assisted  training  program  designed  to  Improve  RCCs'  leadership  and  human 


Technical  Report  154 


relations  skills.  The  CETS  training  was  designed,  tested  and  briefly 
implemented  at  RTC,  Orlando  from  1975-1978.  The  conceptual  framework  of  the 
training  was  theoretical  and  Involved  a  priori  classification  of  effective 
leadership  behavior  into  three  general  Job  competencies. 

.  setting  goals 

.  giving  instructions 

.  providing  feedback 

» 

The  methods  for  accomplishing  those  competencies  were  grouped  into  two 
basic  areas  for  instruction. 

.  being  clear 

.  being  motivating. 

Being  clear  involved  teaching  those  behaviors  designed  to  help  subordi¬ 
nates  overcome  deficiencies  in  knowledge  and  emphasized  being  concrete, 
timely,  and  clear. 

Being  motivating  involved  behavior  formulated  to  help  subordinates 
overcome  deficiencies  in  execution  and  included  being  reasonable,  relevant, 
considerate  and  human. 

The  course  design  contained  principles  of  industrial/organizational 

leadership  judged  by  the  course  developer  to  be  important  skills  for  the  RCC 
to  possess.  Considerable  adaptation  of  materials  to  the  particular  student 
group  was  made  after  extensive  interviews  with  job  incumbents.  Some 
conflict  between  students'  perceptions  of  role  success  and  course  design 
perceptions  was  evident  and  acknowledged. 

Student  performance  was  extensively  evaluated  on  the  basis  of  training 
skill  performance,  on-the-job  performance  and  company  performance.  Based  on 
test  results,  the  skills  taught  to  a  group  of  RCCs  with  CETS  techniques  were 
learned  to  a  higher  level  than  a  control  group  in  14  of  the  19  modules.  No 
significant  differences  were  found  between  graduates  and  nongraduates  in 
actual  on-the-job  performance  and  in  the  performance  of  their  companies  on 
standard  training  measures.  Measures  of  recruits'  attitudes  toward  and 
perceptions  of  their  RCC's  behavior  did  reflect  positive  differences  (better 
recruit  attitudes  and  higher  reported  frequency  of  trained  behavior  in  RCCs) 
In  companies  whose  RCCs  had  received  the  training.  The  data  did  suggest 
that  some  erosion  of  RCC  leadership  training  effects  may  have  occurred  as 
RCCs  came  into  contact  with  nonCETS-trained  but  more  experienced  RCCs. 

Subsequent  instructional  design  improvements  in  CETS  contained 
extensive  use  of  video  tapes  of  actual  RCC-recruit  interactions  displaying 
use/nonuse  of  the  skill  under  instruction.  In  addition,  an  experimental 
individual  RCC  diagnostic  and  remedial  training  capability  was  developed 
through  the  use  of  computers  based  on  company  performance  and  attitude 
data. 

While  the  efficacy  of  the  course  in  terms  of  improving  standard 
measurable  performance  of  RCCs  was  not  established,  the  course  assessment 
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did  demonstrate  that  computer  assisted  instruction  in  some  areas  of 
leadership  or  human  relations  training  can  effectively  teach  behavioral 
skills  which  carry  over  into  the  recruit  company  environment.  An  important 
observation  was  that  training  designed  from  a  largely  theoretical  framework 
can  run  into  "acceptance"  problems  among  prospective  RCCs. 

OTHER  SERVICE  IET  LEADERSHIP  TRAINING.  Two  features  of  other  service  IET 
staff  leadership  training  were  noted.  Regular  use  is  made  of  short 
videotaped  vignettes  of  typical  leadership  problems  for  students'  reaction 
and  discussion.  In  addition,  other  service  IET  staff  leadership  training  is 
a  regular  segment  of  the  required  job  preparatory  training  and  is  taught  by 
regular  trainers  who  teach  other  segments  of  the  training  as  well. 

SUWMRY.  Prior  completion  of  an  LMET  course,  even  with  its  fleet 
orientation,  may  be  helpful  to  junior  RCCs.  Consequently,  the  16  basic 
competencies  taught  in  the  LPO/LCPO  courses  may  comprise  a  rough  benchmark 
for  development/specialization  of  an  LMET  course  for  RCCs.  The  CETS 
training  demonstrates  that  instructional  systems/media  such  as  computer 
assisted  instruction  and  video  tapes  can  be  effective  in  teaching  RCC 
leadership  techniques.  The  problems  associated  with  student  acceptance  of 
CETS  training  material  points  to  the  requirement  to  use  materials  designed 
to  teach  successful  performance  as  defined  by  actual  successful  performers 
and  approach  importation  of  theoretical  leadership  constructs  from  outside 
(i.e.,  nonmilitary)  sources  with  care.  Other  service  IET  staff  leadership 
training  supports  the  use  of  videotapes  of  leadership  problems  as  a  teaching 
technique. 
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APPENDIX  J 

DEMOGRAPHIC  PROFILES  OF  MEN  AND  WOMEN  RECRUIT 
COMPANY  COMMANDERS  AT  RTC,  ORLANDO 
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DEMOGRAPHIC  PROFILES  OF  MEN  AND  WOMEN  RECRUIT 
COMPANY  COMMANDERS  AT  RTC,  ORLANDO 


Re 1 .  ,  % 

Rel.  ,  , 

Rate 

Men 

Frequ.  (X) 

Women 

Frequ.  (X) 

nsr 

nTO - 

~ 47" 

“T473 - 

POl 

54 

31.4 

48 

45.3 

CPO 

56 

32.6 

9 

8.5 

SCPO 

30 

17.4 

0 

0.0 

MCPO 

12 

7.0 

0 

0.0 

Missing /Unknown 

1 

0.6 

2 

1.9 

Total 

17? 

lOtT.O 

106 

IO0.0 

Rel . 

Rel. 

Ratinq  Group 

Men 

Frequ.  (X) 

Women 

Frequ.  (X) 

Deck 

“37 

“TO 

3 

275 

Ordnance 

15 

8.7 

2 

1.9 

Electronics 

1 

0.6 

2 

1.9 

Administration 

17 

9.9 

69 

65.1 

Engineering 

53 

30.8 

3 

2.8 

Construction 

6 

3.5 

0 

0.0 

Aviation 

29 

16.9 

14 

13.2 

Missing /Unknown 

19 

11.0 

13 

12.3 

Total 

17? 

TOO 

106 

TOO 

Rel. 

Rel. 

Age 

?5or  younger 

Men 

Fre^u.  (X) 

Women 

24 

Fre<ju.  (X) 

26-30 

35 

20.4 

51 

48.1 

31-35 

47 

27.3 

20 

18.9 

36-40 

54 

31.4 

8 

7.5 

41  or  older 

20 

11.6 

3 

2.8 

Total 

T77 

loO.o 

106 

100.0 

Years  In 

Rel. 

Rel. 

Service 

Men 

Frequ.  (X) 

Women 

Frequ.  (X) 

4  or  less 

T 

0.6 

4 

3.8 

5-8 

34 

19.8 

71 

67.0 

9-12 

31 

18.0 

17 

16.0 

13-16 

30 

17.5 

6 

5.7 

17-20 

46 

26.7 

7 

6.6 

21  or  more 

30 

17.4 

1 

0.9 

Total 

17? 

loo.O 

106 

TOO 
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DEMOGRAPHIC  PROFILES  OF  MEN  AND  WOMEN  RECRUIT 
COMPANY  COMMANDERS  AT  RTC,  ORLANDO  (continued) 


30 
36 
37-42 
43-48 
49  or  more 
Total 


Years 


Months 


1 
3 

9.3 
16.9 

2.9 

2.3 
2.3 

TOO 


17.0 

33.0 

25.4 

6.6 

8.5 

1.9 

0.0 

1.9 

TOO 


Sea  Duty 

Men 

Frequ.  (X) 

Women 

Frequ.  (X) 

0 

r 

076 

75“ 

73.6 

1-2 

i 

0.6 

15 

14.2 

3-4 

27 

15.7 

11 

10.4 

5-6 

31 

18.0 

1 

0.9 

7-8 

27 

15.7 

0 

0.0 

9-10 

30 

17.4 

0 

0.0 

11-12 

20 

11.6 

0 

0.0 

13-14 

24 

14.0 

0 

0.0 

15-16 

6 

3.5 

0 

0.0 

17  or  more 

5 

2.9 

0 

0.0 

Missing /Unknown 

0 

0.0 

1 

0.9 

Total 

T7? 

TOO 

TOO 

TOO 

Combat  Duty 

Men 

Frequ.  (X) 

Women 

Frequ. 

"  50 

TOT 

~Wr 

1-12 

45 

26.1 

1 

0.9 

13-14 

28 

16.3 

0 

0.0 

15-25 

12 

7.0 

0 

0.0 

Total 

172 

TOO 

106 

100.0 

.  V_\ 
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DEMOGRAPHIC  PROFILES  OF  MEN  AND  WOMEN  RECRUIT 
COMPANY  COMMANDERS  AT  RTC,  ORLANDO  (continued) 


Number  of 

Persons  Previously 

Rel . 

Supervised  Men 

Frequ.  (X 

1-2 

0 

0.0 

3-6 

13 

7.6 

7-10 

17 

9.9 

11-15 

22 

12.8 

16-20 

15 

8.7 

21-30 

27 

15.7 

31-50 

32 

18.6 

51  or  more 

43 

25.0 

Total 

T77 

100.0 

Number  of 

Rel. 

Companies  Lead 

Frequ.  (X 

Frequ.  (X 


[iii] 


Frequ.  (X 


Family  Status 


rrled,  living 
w/f  ami ly 
Married,  not 

living  w/f ami ly 
Single,  not  living 
w/dependents 
Single,  living 
w/dependents 
Total 


132 

76.7 

32 

30.2 

16 

9.3 

9 

8.5 

22 

12.8 

54 

50.9 

2 

1.2 

11 

10.4 

17? 

ICO 

106 

TOO 
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DEMOGRAPHIC  PROFILES  OF  MEN  AND  WOMEN  RECRUIT 
COMPANY  COMMANDERS  AT  RTC,  ORLANDO  (continued) 


Number  of 

Rel. 

Rel. 

Chlldern 

Men 

Frequ.  (X) 

Women 

Frequ.  (X) 

0 

“IT 

19.7 

70 

0070 

1 

27 

15.7 

23 

21.7 

2 

60 

34.9 

11 

10.4 

3 

28 

16.3 

2 

1.9 

4 

17 

9.9 

0 

0.0 

5 

3 

1.7 

0 

0.0 

6 

2 

1.2 

0 

0.0 

7 

1 

0.6 

0 

0.0 

Total 

T7? 

TOO 

TOO 

100.0 

Number  of 

Community 

Rel. 

Rel. 

Activities 

Men 

Frequ.  (X) 

Women 

Frequ.  (X) 

0 

W 

62.2 

79 

74:0 

1 

38 

22.1 

17 

16.1 

2 

14 

8.1 

4 

3.8 

3 

6 

3.5 

5 

4.7 

4 

5 

2.9 

0 

0.0 

5 

2 

1.2 

1 

0.9 

Total 

17? 

100 

TOO 

100. 0 

Level  of 

Rel. 

Rel. 

Education 

Men 

Frequ.  (X) 

Women 

Frequ.  (X) 

Less  Than  High 
School 

High  School 

13 

7.5 

0 

0.0 

Diploma 

98 

57.0 

44 

41.5 

Some  College 

64 

31.4 

52 

49.1 

Associate  Degree 

5 

2.9 

10 

9.4 

Bachelor  Degree 
Some  Graduate 

0 

0.0 

0 

0.0 

School 

2 

1.2 

0 

0.0 

Total 

17? 

TOO 

TOO 

100.0 

Current  Participation 

In  Part-Time 

Rel. 

Rel. 

Education 

Men 

Frequ.  (X) 

Women 

Frequ.  (X) 

Yes 

TT 

6.4 

20 

18.9 

to 

160 

93.0 

85 

80.2 

hissing /Unknown 

1 

0.6 

1 

.9 

Total 

17? 

TOO 

TOO 

TOO 
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DEMOGRAPHIC  PROFILES  OF  MEN  AND  WOMEN  RECRUIT 
COMPANY  COMMANDERS  AT  RTC,  ORLANDO  (continued) 


LMT  Course 

Men 

Rel. 

Frequ.  (X) 

Women 

Rel. 

Frequ.  (X) 

Yes 

“55 

55.8 

38 

35.8 

No 

75 

43.6 

67 

63.2 

Missing /Unknown 

1 

0.6 

1 

0.9 

Total 

177 

HO 

H5 

HO 

LMET  Course 

Men 

Rel. 

Frequ.  (X) 

Women 

Rel. 

Frequ.  (X) 

“17 

21.6 

22 

20.7 

124 

72.1 

82 

77.4 

Missing /Unknown 

11 

6.4 

2 

1.9 

Total 

172 

HO 

H5 

HO 

Spouse  Active 
Outside  Home 

Men 

Rel. 

Frequ.  (X) 

Women 

Rel. 

Frequ.  (X) 

Yes 

"51 

52.9 

30 

20 

No 

53 

30.8 

8 

7.6 

Not  Applicable 

19 

11.1 

61 

57.5 

Missing /Unknown 

9 

5.2 

7 

6.6 

Total 

177 

HO 

H5 

HO 

Necessary  to 

Have 

Second  Income 

Men 

Rel. 

Frequ.  (X) 

Women 

Rel. 

Frequ.  (X) 

Yes 

"55 

1473 

40 

37.8 

No 

108 

62.8 

56 

52.8 

Missing /Unknown 

5 

2.9 

10 

9.4 

Total 

177 

HO 

H5 

HO 

Physical  Fitness 
(Self  Report) 

Men 

Rel. 

Frequ.  (X) 

Women 

Rel. 

Frequ.  (X) 

Excellent 

45" 

26.7 

19 

17.9 

Good 

82 

47.7 

57 

53.8 

Satisfactory 

36 

20.9 

17 

16.1 

Fair 

8 

4.7 

10 

9.4 

Poor 

0 

0.0 

2 

1.9 

Missing /Unknown 

0 

0.0 

1 

0.9 

Total 

177 

HO 

H5 

HO 

Within 

Weight  Standards 

Men 

Rel. 

Frequ.  (X) 

Women 

Rel. 

Frequ.  (X) 

Yes 

151 

89.(5 

97 

91.6 

No 

19 

11.0 

9 

8.5 

Total 

177 

HO 

H5 

HO 
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APPENDIX  K 

DEMOGRAPHIC  PROFILE  OF  "A“  SCHOOL  INSTRUCTORS 
AT  SERVSCOLCOM,  ORLANDO 
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DEMOGRAPHIC  PROFILE  OF  "A"  SCHOOL  INSTRUCTORS 
AT  SERVSCOLCOM,  ORLANDO 


Rate 


Frequency 


Relative  Frequency  (X) 


P03 

1 

P02 

27 

P01 

36 

CPO 

18 

SCPO 

5 

MCPO 

2 

Missing/Unknown 

0 

Total 

so 

1.1 

30.3 

40.4 

20.2 

5.6 

2.2 

0.0 

TOO 


Rating  Group 


Frequency 


Relative  Frequency  (X) 


Deck 

16 

18.0 

Ordnance 

35 

39.3 

Electronics 

10 

11.2 

Administration 

2 

2.2 

Engineering 

15 

16.9 

Construction 

0 

0.0 

Aviation 

6 

6.7 

Missing/Unknown 

5 

5.6 

Total 

0? 

TOO 

Age 


Frequency 


Relative  Frequency  (X) 


25  or  younger 

23 

26-30 

23 

31-35 

27 

36-40 

11 

41  or  older 

5 

Total 

00 

25.8 

25.8 

30.3 

12.4 
5.6 

TOO 
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DEMOGRAPHIC  PROFILE  OF  "A“  SCHOOL  INSTRUCTORS 
AT  SERVSCOLCOM,  ORLANDO  (continued) 


Years  In 

Service 

Frequency 

Relative  Frequency  (X) 

4  or  less 

2 

2.2 

5-8 

41 

46.1 

9-12 

18 

20.2 

13-16 

12 

13.5 

17-20 

10 

11.2 

21  or  more 

6 

6.7 

Total 

m 

ICO 

Months  of  Duty 

at  SERVSCOLCOM 

Relative  Frequency  {%) 

6  or  less 

29 

32.6 

7-12 

17 

19.1 

13-18 

16 

18.0 

19-24 

8 

9.0 

25-30 

2 

2.2 

31-36 

15 

16.9 

37-42 

2 

2.2 

43-48 

0 

0.0 

49  or  more 

0 

o.o 

Total 

159 

TOOT 

Years  Sea  Duty  Frequency  Relative  Frequency  [%) 


0 

5 

5.6 

1-2 

5 

5.6 

3-4 

23 

25.8 

5-6 

27 

30.3 

7-8 

11 

12.4 

9-10 

9 

10.1 

11-12 

4 

4.5 

13-14 

2 

2.2 

15-16 

3 

3.4 

17  or  more 

0 

0.0 

Total 

99 

TOO 
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DEMOGRAPHIC  PROFILE  OF  -A"  SCHOOL  INSTRUCTORS 
AT  SERVSCOLCOM,  ORLANDO  (continued) 


Months 

Combat  Duty 

Frequency 

Relative  Frequency  (%) 

0 

1-12 

13-24 

25  or  more 

Total 

Number  of  Persons 
Previously  Supervised 

69 

12 

7 

1 

55 

Frequency 

77.5 

13.5 

7.9 

1.1 

TOO 

Relative  Frequency  (X) 

0 

1 

1.1 

1-2 

4 

4.5 

3-6 

12 

13.5 

7-10 

16 

18.0 

11-15 

16 

18.0 

16-20 

6 

6.7 

21-30 

11 

12.4 

31-50 

9 

10.1 

51  or  more 

14 

15.7 

Total 

55 

lOO 

Number  of 

Classes  Taught 

Frequency 

Relative  Frequency  (%) 

0 

25 

28.1 

1-2 

9 

10.1 

3-4 

14 

15.7 

5-6 

2 

2.2 

7-8 

4 

4.5 

9-10 

3 

3.4 

11  or  more 

32 

36.0 

Total 

55 

lOO.O 
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m 


m 


% 


DEMOGRAPHIC  PROFILE  OF  "A"  SCHOOL  INSTRUCTORS 
AT  SERVSCOLCOM,  ORLANDO  (continued) 


Instructor 

Volunteer 


IliilLLiiiSJ 


Yes 

No 

Total 


Educational 

Level 


Less  than  High  School 
High  School  Diploma 
Some  College 
Associate  Degree 
Bachelor  Degree 
Some  Graduate  School 
Total 


Current  Participation 
In  Part-Time  Education 


Re 1  at i ve  Frequency 


84.3 

15.7 

TOO 


Relative  Frequenc 


6.7 

44.9 

31.5 

14.6 
2.2 
0.0 

TOO 


-requencv 


Yes 

18 

20.2 

No 

69 

77.5 

Missing /unknown 

Total 

2 

“59 

2.3 

TOO 
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DEMOGRAPHIC  PROFILE  OF  "A"  SCHOOL  INSTRUCTORS 
AT  SERVSCOLCOM,  ORLANDO  (continued) 
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This  appendix  consists  of  two  tables.  Table  L-l  contains  Cronbach's 
coefficient  alpha  values  for  16  RCC  leadership  competency  scales,  while 
table  L-2  presents  the  same  values  for  17  "A"  School  instructor  competency 
scales. 

TABLE  L-l.  CRONBACH'S  COEFFICIENT  ALPHA  FOR  16  RCC 
LEADERSHIP  COMPETENCIES 


Coefficient  Alpha 

Competency 

Frequency 

Importance 

Difficulty 

Taking  Initiative 

.68 

.60 

.73 

Planning  and  Organizing 

.67 

.71 

.86 

Optimizing  Use  of  Resources 

.77 

.74 

.89 

Delegating  Authority 

.68 

.63 

.71 

Monitoring  Results 

.61 

.63 

.81 

Maintaining  Control  of 

Assigned  Unit 

.74 

.75 

.88 

Influencing 

.71 

.80 

.86 

Developing  Subordinates 

.67 

.70 

.83 

Team  Building 

.65 

.72 

.84 

Projecting  Realistic  Expectations 

.56 

.57 

.65 

Understanding 

.67 

.70 

.83 

Conceptualizing 

.63 

.70 

.79 

Advising  and  Counseling 

.77 

.79 

.82 

Helping 

.69 

.74 

.82 

Resolving  Conflicts 

.69 

.65 

.81 

Compelling 

.66 

.57 

.83 
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TABLE  L-2.  CRONBACH’S  COEFFICIENT  ALPHA  FOR  17  “A"  SCHOOL 
INSTRUCTOR  LEADERSHIP  COMPETENCIES 


Coefficient  Alpha 


Competency 

Frequency 

Importance 

Difficulty 

Taking  Initiative 

.70 

.69 

.76 

Planning  and  Organizing 

.85 

.86 

.86 

Optimizing  Use  of  Resources 

.88 

.87 

.91 

Delegating  Authority 

.81 

.77 

.88 

Monitoring  Results 

.80 

.86 

.83 

Maintaining  Control  of 

Assigned  Unit 

.86 

.86 

.87 

Influencing 

.76 

.85 

.90 

Developing  Subordinates 

.82 

.83 

.88 

Team  Building 

.86 

.86 

.85 

Projecting  Realistic  Expectations 

.70 

.70 

.76 

Understanding 

.81 

.83 

.85 

Conceptualizing 

.66 

.70 

.77 

Advising  and  Counseling 

.80 

.84 

.90 

Helping 

.77 

.77 

.89 

Resolving  Conflicts 

.87 

.90 

.92 

Compelling 

.77 

.78 

.85 

Projecting  Positive  Expectations 

.73 

.68 

.77 

Technical  Report  154 


APPENDIX  M 

COMPETENCY  DEFINITIONS  AND  BEHAVIORAL  INDICATORS 
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Under  unusual  conditions,  sometimes  exceed  limits  of 
authority  in  order  to  deal  strongly  with  undesirable 
recruit/student  behavior 
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APPENDIX  N 


RESULTS  OF  STATISTICAL  CALCULATIONS  REQUIRED  FOR  REGRESSION 
ANALYSES  OF  PERFORMANCE  LEVEL/GENDER  ON  COMPETENCIES  FOR 
RECRUIT  COMPANY  COMMANDERS  AND  “A"  SCHOOL  INSTRUCTORS 
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This  appendix  consists  of  tables  N-l  through  N-6.  Tables  N-l  through 
N-4  present  the  competencies  resulting  from  regression  analyses  of 
performance  on  competencies  for  groups  of  RCCs.  Tables  N-5  and  N-6  contain 
the  competencies  resulting  from  regression  analyses  of  gender  on 
competencies.  Because  of  the  way  in  which  gender  was  coded,  a  negative 
relationship  between  gender  and  a  competency  in  tables  N-5  and  N-6  indicates 
that  women  perform  that  competency  more  frequently,  while  a  positive 
relationship  indicates  that  men  perform  that  competency  more  frequently. 


TABLE  N-l.  STEPWISE  REGRESSION  OF  PERFORMANCE  ON  COMPETENCIES  FOR  RCCs 


TABLE  N-2.  STEPWISE  REGRESSION  OF  PERFORMANCE  ON  COMPETENCIES 
FOR  "A"  SCHOOL  INSTRUCTORS 


N  =  89 

R2  =  .05 

F  =  4.9,  df  =  1,  82,  Sig  =  .03 
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TABLE  N-3.  STEPWISE  REGRESSION  OF  PERFORMANCE  ON  COMPETENCIES 
FOR  MEN  RCCs 


Competencies 

BETA 

t 

SIG 

Taking  Initiative 

0.25 

3.2 

.002 

Delegating  Authority 

-0.19 

-2.3 

.002 

Conceptualizing 

0.26 

3.0 

.003 

Understanding 

-0.25 

-2.7 

.008 

N  =  172 

R2  *  .12 

F  -  5.7,  df  *  4,  167 

,  Sig  -  .002 

TABLE  N-4.  STEPWISE  REGRESSION  OF 
FOR  WOMEN  RCCs 

PERFORMANCE  ON 

COMPETENCIES 

Competencies 

BETA 

t 

SIG 

Monitoring  Results 

.19 

1.9 

.05 

N  =  106 
R2  *  .04 

F  -  3.8,  df  *  1,  104,  Slg  =  .05 
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TABLE  N-5.  STEPWISE  REGRESSION  OF  GENDER  ON  COMPETENCIES 
FOR  ALL  RCCs 


Competencies 

BETA 

t 

SIG 

Planning  and 
Organizing 

-.30 

-4.5 

.0001 

Team  Building 

.35 

5.0 

.0001 

Conceptualizing 

.27 

3.9 

.0001 

Developing 

Subordinates 

-.20 

-2.8 

.005 

Delegating 

Authority 

-.19 

-2.3 

.002 

N  *  281 

R2  *  .18 

F  =  11.8,  df  =  5, 

275,  Sig  =  .0001 

TABLE  N-6. 

STEPWISE  REGRESSION  OF  GENDER  ON 
FOR  SUPERIOR  RCCs 

COMPETENCIES 

Competencies 

BETA 

t 

SIG 

Planning  and 
Organizing 

-.31 

-2.3 

.03 

Conceptualizing 

.50 

3.3 

.002 

Developing 

Subordinates 

-.37 

-2.4 

.02 
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APPENDIX  0 

RESPONSES  TO  ATTITUDINAL/BEHAVIORAL  STATEMENTS  BY 
LEVEL  OF  PERFORMANCE,  GENDER,  AND  LPO/LCPO  LMET  COURSE  COMPLETION 

Table  0-1  contains  the  responses  of  RCCs  and  "A"  School  instructors  to 
attitude/behavioral  statements  in  section  IV  of  the  Recruit  Company 
Commander  and  "A"  School  Instructor  Leadership  Course  Development  Survey. 
Data  are  presented  by  performance  level  and  gender.  Responses  are  also 
presented  on  the  basis  of  previous  completion  of  an  LPO/LCPO  LMET  course. 
Entries  are  mean  scores  on  a  scale  with  values  from  1  to  5.  In  all  three 
comparisons,  significance  of  differences  between  each  group  was  determined 
by  an  analysis  of  variance  with  the  level  of  significance  required  at  the 
.05  level. 
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TABLE  0-1.  MEAN  SCALE  RESPONSES  TO  ATTITUOINAL /BEHAVIORAL  STATEMENTS  BASED  ON 
LEVEL  OF  PERFORMANCE,  6ENDER  AND  LPO/LCPO  LMET  COURSE  COMPLETION 


Below  Average  Performers  LPO/LCPO  LMET 

Average  Performers  Moment  Nongraduates 

Statements  Superior  Performers  Men  Graduates 


RCC 

Inst 

RCC 

Inst 

1. 

I  am  usually  sat  if led  with 

(R)2  <1)3 

3.8* 

3.9 

4.1 

4.1* 

4.3 

how  I  lead  my  company  In  order 

4.2 

4.3 

4.2 

4.4 

4.3 

to  achieve  success  In  competition 

4.6 

4.5 

2. 

1  can  work  comfortably  in  a 

(R)  (2) 

3.8* 

4.2 

4.0* 

4.1* 

4.1 

’competitive  and  cooperative’ 

4.2 

4.2 

4.3 

4.5 

4.3 

environment  with  other  company 
commanders 

4.6 

4.3 

3. 

I  am  willing  to  ’stick  my  neck 

(R)  (3) 

3.2 

3.7 

3.5* 

3.3 

3.9 

out*  for  my  recruits 

3.3 

3.9 

3.2 

3.3 

4.1 

3.5 

3.8 

4. 

Physical  "handling’  of  a  recruit 

(R)  (4) 

3.6 

1.8 

3.9* 

3.6 

2.3 

Is  sometimes  unavoidable 

3.6 

2.5 

3.4 

3.5 

2.7 

3.6 

2.1 

5. 

My  behavior  Is  a  good  model  for 
my  recruits  to  follow 

W  (5) 

4.2* 

4.5 

4.4 

4.3* 

4.3 

4.4 

4.1 

4.4 

4.6 

4.3 

4.6 

4.5 

6. 

There  are  times  when  I  find  it 

<R)  <«) 

3.5 

2.2 

3.5 

3.5 

2.1 

Impossible  to  control  my  emotions 

3.5 

2.1 

3.5 

3.6 

2.3 

around  recruits 

3.7 

1.8 

7. 

It  Is  sometimes  very  difficult 

(R)  (7) 

3.5* 

2.3 

4.0 

3.8* 

1.8 

to  devote  my  full  attention  to 

3.9 

2.2 

3.8 

4.2 

2.2 

my  work  because  of  family  problems 

4.0 

1.6 

B. 

I  am  comfortable  when  talking  to 

(R)  (8) 

4.0* 

3.9 

4.3 

4.3* 

3.9 

large  groups  of  recruits 

4.4 

3.9 

4.4 

4.6 

4.2 

4.6 

4.4 

9. 

Admonishing  recruits  Is  sometimes 

(R)  (9) 

3.6 

3.4 

3.6 

3.6 

3.5 

an  unfortunate  necessity 

3.6 

3.7 

3.5 

3.8 

4.1 

3.7 

4.0 

10. 

My  attitude  Is  as  good  as  or 

(0)4 

3.7* 

4.2 

4.1 

better  than  most  RCCs  at  this 

4.2 

4.1 

4.3 

command 

4.6 

11. 

Each  new  recruit  Is  an  Important 

(R)  (10) 

4.0 

3.6 

3.9 

3.9* 

3.6 

"Navy  person"  and  I  tell  her/him 

4.0 

3.5 

4.1 

4.3 

3.3 

so  right  off 

4.2 

3.6 

1  Data  separated  by  gender  for  RCCs  only 

2  ’R’  Indicates  this  statement  was  revised  slightly  for  survey  administration  to  "A"  School  Instructor 

3  *A’  School  Instructor  version  survey  Item  number,  see  appendix  C  for  actual  wording 

4  “D*  Indicates  this  statement  was  deleted  from  the  "A”  School  Instructor  version 
•  Significant  difference  £  £.05 
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TABLE  0-1.  MEAN  SCALE  RESPONSES  TO  ATTITUOINAL/BEHAVIORAL  STATEMENTS  BASED  ON 

LEVEL  OF  PERFORMANCE,  SENDER  AND  LPO/LCPO  LMET  COURSE  COMPLETION  (continued) 


Below  Average  Performers 

LPO/LCPO  LMET 

Average  Performers 

Women 

Nongraduates 

Statements 

Superior  Performers 

Men 

Graduates 

RCC 

Inst 

RCC 

Inst 

12.  I  get  upset  when  things 

2.9 

2.5 

2.8 

2.9 

2.0 

don't  go  as  planned 

2.8 

2.1 

2.8 

2.7 

2.3 

2.6 

1.5 

13.  I  reward  my  company  for  good 

(R)  (12) 

3.9 

3.6 

3.8 

3.8* 

3.7 

performance  every  chance  1  get 

4.0 

3.6 

4.0 

4.1 

3.4 

4.2 

3.7 

14.  I  often  find  It  necessary  to  make 

3.7 

3.2 

3.9 

3.8 

3.4 

changes  In  my  dally  schedule 

3.7 

3.6 

3.7 

3.7 

3.8 

4.6 

3.8 

15.  It  Is  often  necessary  for  me 

(R)  (14) 

4.1 

2.8* 

4.0* 

4.1 

3.5 

to  explain  directions  to 

4.1 

3.8 

4.2 

4.0 

3.5 

recruits  more  than  once 

4.1 

4.0 

16.  I  may  respond  differently  to 

3.7 

3.4 

3.8 

3.8 

3.5 

the  same  behavior  depending 

3.7 

3.7 

3.7 

3.7 

3.7 

upon  the  Individual 

3.8 

3.6 

17.  In  general,  my  partner  and  I 

(R)  (15) 

4.4 

3.6 

4.3 

4.3 

3.6 

are  equally  responsible  for 

4.4 

3.7 

4.4 

4.4 

3.7 

the  successful  training  of 
our  company 

4.2 

4.3 

18.  I  don't  hesitate  to  do  a  task 

(R)  (16) 

3.5* 

2.1 

3.9 

3.8 

2.0 

myself  If  the  recruit  can't  do 

3.8 

2.0 

3.8 

4.0 

1.6 

It 

4.3 

1.6 

19.  By  the  time  she/he  graduates. 

(R)  (17) 

3.6 

3.3 

3.8* 

3.6 

3.1 

recruits  have  been  trained 

3.6 

2.7 

3.5 

3.6 

2.6 

to  take  full  responsibility 
for  their  actions  as  Navy  people 

3.7 

3.0 

20.  I  am  generally  comfortable 

(R)  (18) 

4.1 

3.4 

3.9 

4.0 

3.7 

when  I  leave  my  partner  In 

4.0 

3.5 

4.1 

4.2 

3.5 

charge  In  my  absence 

3.9 

3.5 

•Significant  difference  £  £ .05 
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TABLE  0-1.  MEAN  SCALE  RESPONSES  TO  ATT1TUDINAL/BEHAVI0RAL  STATEMENTS  BASED  ON 

LEVEL  OF  PERFORMANCE,  6ENDER  AND  LPO/LCPO  LMET  COURSE  COMPLETION  (continued) 


Statements 

Below  Average  Performers 
Average  Performers 
Superior  Performers 

Women 

Men 

LPO/LCPO  LMET 

Nongraduates 

Graduates 

RCC 

Inst 

RCC 

Inst 

21.  RCPOs  have  too  much  authority 

(R)  (19) 

2.2 

2.4 

2.0 

2.2* 

2.1 

for  their  experience  level 

2.1 

2.2 

2.0 

1.8 

2.2 

2.0 

2.2 

22.  I  have  enough  authority  to 

2.9* 

3.2 

3.2 

3.2 

3.7 

do  iny  job 

3.2 

3.8 

3.3 

3.4 

3.7 

3.7 

3.8 

23.  I  am  successful  at  finding  ways 

(R)  (49) 

4.2* 

3.5 

4.1 

4.1* 

3.7 

to  reward  recruits  for  doing  a 

4.2 

3.7 

4.2 

4.4 

3.6 

good  job 

4.4 

3.9 

24.  Shipmates  (staff  and/or  recruits) 

(R)  (21) 

3.7* 

4.0 

3.7* 

3.7* 

4.0 

usually  take  my  advice 

3.7 

3.9 

3.8 

3.9 

4.1 

4.0 

4.2 

25.  Shipmates  (staff  and/or  recruits) 

(D) 

3.6* 

3.7 

3.7 

frequently  ask  for  my  advice 

3.6 

3.7 

3.8 

4.2 

26.  Recruits  don’t  hesitate  to  come 

(R)  (22) 

4.1 

4.0 

4.0 

3.9* 

4.0 

to  me  with  problems 

4.0 

4.1 

4.0 

4.2 

4.2 

4.0 

4.1 

27.  Generally,  I  don't  care  about  the 

(R)  (23) 

2.7* 

3.3 

2.9 

2.9 

2.9 

quality  of  recruits;  I  can  train 

2.9 

3.0 

3.0 

3.2 

2.8 

them 

3.5 

2.6 

28.  I  usually  treat  recruits  like 

(R)  (24) 

4.0 

4.2 

4.0 

3.9 

4.2 

adults 

3.9 

4.1 

4.0 

4.0 

3.9 

4.1 

4.2 

29.  I  always  strive  for  flag  awards 

(R)  (25) 

2.5* 

2.1 

2.8 

2.9* 

2.6 

3.0 

2.7 

3.1 

3.3 

2.6 

3.5 

2.5 

30.  The  quality  of  recruits  Isn't 

(R)  (26) 

2.5 

3.2 

2.4* 

2.7 

3.4 

trfiat  It  used  to  be 

2.7 

3.4 

2.9 

2.B 

3.2 

3.0 

3.5 

•Significant  difference  £  £  .05 
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TABLE  0-1.  MEAN  SCALE  RESPONSES  TO  AH I TUO INAL /BEHAVIORAL  STATEMENTS  BASED  ON 

LEVEL  OF  PERFORMANCE.  6EN0ER  AND  LPO/LCPO  LMET  COURSE  COMPLETION  (continued) 


Below  Average  Performers  LPO/LCPO  LMET 

Average  Performers  Women  Nongraduates 

Statements  Superior  Performers  Men  Graduates 


31.  I've  gotten  Into  diffi¬ 
culty  as  a  RCC  because  of 
decisions  I  have  made 

(0) 

32.  Emotions  sometimes  get  In  the 
way  of  ay  handling  problems 

(R)  (27) 

33.  Sometimes  I'm  too  tired  on  the 
job  to  think  clearly  before 

I  act 

(R)  (28) 

34.  I  think  my  command  presence  Is 
an  Important  tool  in  recruit 
training 

(R)  (29) 

35.  Recruits  understand  my  directions 
without  needing  to  be  told  more 
than  once 

(R)  (30) 

36.  When  I  first  came  here  my 

command  presence  needed  polishing 

37.  M7  own  feeling  of  self-confidence 
affects  how  successful  my 
recruits  are 

00  (31) 

38.  I  am  the  first  to  discipline  my 
people  If  they  make  a  mistake 

39.  My  word  Is  the  last  word  when 
recruits  can't  get  along 

(R)  (33) 

<0.  Sometimes  other  RCCs  come  to  me 
to  help  them  solve  their  conflicts 
with  their  superiors 

(R)  (34) 

RCC 

Inst 

RCC 

Inst 

3.2* 

3.4 

3.4 

3.4 

3.5 

3.5 

3.9 

3.9 

2.1 

4.0 

4.0 

2.0 

4.0 

2.1 

4.0 

4.1 

2.1 

4.3 

1.5 

2.9* 

2.2 

3.2 

3.1 

2.1* 

3.1 

2.1 

3.1 

3.3 

2.2 

3.6 

1.9 

3.6* 

3.7 

3.8 

3.9* 

3.8 

4.0 

3.7 

4.0 

4.1 

3.8 

4.0 

4.1 

2.B 

3.6 

3.0 

2.9 

3.4 

3.0 

3.1 

2.9 

3.1 

3.5 

2.9 

3.2 

2.6* 

3.1 

3.0 

2.9* 

3.2 

2.9 

3.1 

2.9 

3.2 

3.3 

3.4 

3.5 

4.1* 

4.1 

4.3 

4.3 

4.1 

4.3 

4.3 

4.3 

4.4 

4.1 

4.6 

4.1 

4.3 

3.9 

4.3 

4.2 

4.0 

4.2 

3.9 

4.2 

4.4 

3.7 

4.4 

4.4 

3.8 

3.5 

4.0 

4.0 

3.6 

4.0 

3.6 

4.0 

4.2 

3.8 

4.0 

2.8 

3.1 

3.1 

3.0 

3.2 

3.0 

3.3 

3.0 

3.2 

3.6 

3.3 

3.5 

•Slgnlf leant  difference  £  £  .05 
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TABLE  0-1.  MEAN  SCALE  RESPONSES  TO  ATT ITU01NAL /BEHAVIORAL  STATEMENTS  BASED  ON 

LEVEL  OF  PERFORMANCE,  6EN0ER  AND  LPO/LCPO  LMET  COURSE  COMPLETION  (continued) 


Below  Average  Performers 

LPO/LCPO  LMET 

Average  Performers 

Women 

Nongraduates 

Statements 

Superior  Performers 

Men 

Graduates 

RCC 

Inst 

RCC 

Inst 

41.  Most  problems  will  solve 

3.5 

2.4 

3.5 

3.5 

2.3 

themselves.  If  you  give  them 

3.6 

2.1 

3.6 

3.7 

1.9 

time 

3.8 

2.4 

(2.  Recruits  might  lose  their 

00 

(36) 

4.0 

2.3 

4.0 

4.0 

2.4 

tempers  If  1  force  them  to  talk 

4.1 

2.2 

4.1 

4.2 

2.1 

out  their  differences  with  each 
other;  therefore,  I  usually 
let  things  alone  for  awhile 

4.0 

2.5 

*3.  You  generally  have  to  give  more 
consideration  to  women  recruits 

00 

(37) 

3.7 

2.1 

4.1* 

3.8 

2.2 

3.8 

2.4 

3.6 

4.0 

2.5 

because  women  are  more  emotional 

3.8 

2.5 

M.  Off  duty  social  Interaction 

(R) 

(38) 

3.3 

2.5 

3.8* 

3.6 

3.2 

between  staff  members  and  recruits 

3.6 

3.6 

3.4 

3.4 

2.8 

(of  a  personal  nature)  should  not 
affect  training  and/or  discipline 

3.9 

2.8 

IS.  Staff  member's  occasionally  doing 

<« 

(39) 

4.2 

1.9 

4.3 

4.2 

2.1* 

some  of  a  slow  recruit's  work  for 

4.2 

1.8 

4.1 

4.3 

1.6 

him/her  does  not  appreciably 
affect  training  and/or  discipline 

4.2 

1.9 

16.  1  can  express  ay  pleasure/dls- 

(R) 

(40) 

4.2 

4.2 

4.3 

4.3 

4.2 

pleasure  with  a  recruit's  behavior 

4.3 

4.3 

4.3 

4.4 

4.3 

and  still  maintain  my  profession¬ 
alism 

4.4 

4.0 

17.  It  Is  unprofessional  to  let  a 

(R) 

(41) 

3.6 

4.2 

3.4 

3.4 

4.2 

recruit  know  you  are  pleased  with 

3.4 

4.3 

3.6 

3.6 

4.3 

his  success  by  such  behavior  as 
slapping  him/her  on  the  back  or 
showing  excitement 

3.6 

4.0 

IS.  My  recruits  know  I  will  support 

(R) 

(42) 

3.6 

2.9 

3.6 

3.4 

3.2 

them  no  matter  what 

3.4 

3.3 

3.4 

3.6 

3.1 

3.3 

2.7 

•Significant  difference  £  £  .OS 
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TABLE  0-1.  MEAN  SCALE  RESPONSES  TO  ATTITU0INAL/BEHAV10RAL  STATEMENTS  BASED  ON 

LEVEL  OF  PERFORMANCE,  GENDER  AND  LPO/LCPO  LMET  COURSE  COMPLETION  (continued) 


Below  Average  Performers 

LPO/LCPO  LMET 

Average  Performers  Women 

Nongraduates 

Statements 

Superior  Performers  Men 

Graduates 

RCC 

Inst 

RCC 

Inst 

49.  I  don't  tolerate  recruits 

(R)  («) 

3.7 

3.1 

3.7 

3.7 

3.2 

questioning  my  orders  or 

3.7 

3.1 

3.7 

3.6 

3.2 

intentions 

3.7 

3.6 

50.  I  usually  can  persuade  recruits 

(R)  (44) 

3.8* 

3.5 

3.9 

3.9 

3.8 

to  see  things  my  way 

3.9 

3.8 

4.0 

4.1 

3.6 

4.2 

3.7 

SI.  Male  recruits  sometimes  mis¬ 

(R)  (45) 

2.6* 

2.9 

2.4 

2.6 

2.9 

interpret  female  RCCs'  profes¬ 

2.7 

2.9 

2.6 

2.6 

2.8 

sional  attention/help/dlsclpllne 
as  personal  friendship/interest 

2.7 

2.6 

52.  "Stand  Tall"  inspections  are 

(R)  (46) 

3.0 

3.6 

2.9 

3.1 

3.5 

important  in  the  training  of 

3.1 

3.6 

3.2 

3.1 

3.8 

recruits 

3.0 

3.6 

53.  RMAAs  have  too  much  authority 

(R)  (47) 

2.1 

2.6 

2.1 

2.1* 

2.3 

for  their  experience  level 

2.1 

2.3 

2.0 

1.8 

2.3 

1.7 

2.1 

•Significant  difference  £  £  .05 
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RECRUIT  COMPANY  COMMANDER  AND  NAN  SCHOOL  INSTRUCTOR 
COMMUNICATION  PATTERNS  ANALYSIS 
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This  appendix  presents  five  groups  of  personnel  with  whom 
RCCs/instructors  communicate.  Within  each  group  of  these  personnel,  RCCs/ 
instructors  report  similar  frequencies  of  communication,  as  determined  by 
principal  components  factor  analysis.  Table  P-1  presents  the  compositions 
of  these  groups  for  both  RCCs  and  "A"  school  instructors. 

The  correlations  between  an  RCC/instructor 's  frequency  of  communication 
with  these  groups  and  the  performance  of  RCCs/instructors,  gender  of  RCCs, 
and  prior  LMET  attendance  are  shown  in  table  P-2.  Positive  correlations  are 
associated  with  higher  performance  levels,  male  gender  and  prior  LMET  course 
completion.  None  of  the  correlations  are  statistically  significant  at  the 
p<.05  level. 


TABLE  P-1.  COMPOSITION  OF  FREQUENCY  OF  COMMUNICATION  FACTORIAL  GROUPS 
FOR  RCCs  AND  "A"  SCHOOL  INSTRUCTORS 


TYPE  INSTRUCTOR 

Communications 
Factorial  Group 

RCC 

'A"  School  Instructor 

A 

Commanding  Officer 

Executive  Officer 

Military  Training  Officer 
Assistant  Military  Training 
Officer 

Commanding  Officer 
Executive  Officer 

Command  Master  Chief 

B 

Division  Officer 

Division  Leading  Chief 

Petty  Officer 

Other  Division  Staff  Members 
Partner  CC 

Other  CCs 

Training  Officer 

School  Director 

Division  Officer 

Division  Staff 

Personnel 

C 

Command  Master  Chief 

Chaplain 

Psychologist 

Human  Resource  Management 
Counselor 

Red  Cross  Representatives 

Chaplain 

Medical  Personnel 

Dental  Personnel 
Psychiatrist/ 
Psychologist 

Red  Cross  Represen¬ 
tative 

Human  Resource 

Management  Counselor 

D 

Medical  Personnel 

Dental  Personnel 

Other  Instructors 
Students 

E 

Basic  Military  Training  Officer 
Testing  Personnel 

Instructors 

Department  Level  Staff 
Administrative  Person¬ 
nel 

Career  Counselor 
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TABLE  P-2.  CORRELATION  OF  FREQUENCY  OF  COMMUNCIATION  AND  RCC/MAH 
SCHOOL  INSTRUCTOR  COMPARISON  GROUPS  AND  COMMUNICATIONS 
FACTORIAL  GROUPS 

Comparison  Groups 


Communications 

Factorial 

Group 

Perform,.  „e 

Level 

Gender 

LPO/LCPO  LMET 
Completion 

RCC/ Instructor 

RCC 

RCC/Instructor 

A 

-.04/. 01 

.01 

.05/-. 11 

B 

00 

o 

• 

1 

O 

H 

• 

1 

-.10 

.11/-. 16 

C 

-.05/-. 02 

-.10 

• 

o 

to 

1 

• 

o 

VO 

D 

-.03/-. 01 

• 

• 

o 

.09/-. 15 

E 

1 

• 

o 

at 

\ 

i 

• 

o 

-.12 

-.03/- .02 
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